Strategies impacting on a motivating climate and productivity by Van Schalkwyk, Thomas Johannes
 Page i 
 
Strategies impacting on a motivating climate and 
productivity.  
 
 
 
 
Thomas Johannes van Schalkwyk 
 
 
 
 
Submitted in partial fulfilment of the degree of MASTER of BUSINESS 
ADMINISTRATION in the Faculty of Business and Economic Sciences 
at the Nelson Mandela Metropolitan University. 
 
 
 
 
 
 
 
 
 
 
 
Promoter:  Prof. D.M. Berry 
November 2011 
 Page ii 
 
DECLARATION 
 
 
 
I, Thomas Johannes van Schalkwyk, hereby declare that: 
 The work in this dissertation is my own original work; 
 All sources used or referred to have been documented and 
recognised; and 
 The dissertation has not been previously submitted in full 
or partial fulfilment of the requirements for an equivalent or 
higher qualification at any other recognised education 
institution. 
 
 
 
 
 
 
__________________________________ 
T J van Schalkwyk 
 
 
 
 
Signed at …………………………………………………… 
 
On the …………………………….. day of ………………………… 2011 
 
 
 Page iii 
 
ACKNOWLEDGEMENTS 
 
 God Almighty for giving me the talent, courage and strength to complete this 
degree. 
 Christa, my beautiful and loving wife - Thank you for your support and 
encouragement. Thank you for putting me first and your own career second. You 
were always there for me and without you I would not have been able to 
complete this degree. You are the best. I love you with all my heart. 
 Jessica, my stunning daughter – Thank you for understanding every time I had to 
sit and work and thank you for your support.  I love you so much.  
 Hannes Viljoen, Peter Hodgkinson and all my other colleagues at Willard 
Batteries for all the support, financial assistance, proof-reading and time off. 
 All my friends and family for the continuous support, encouragement and interest. 
 Prof Dave Berry for his professional guidance, support and assistance. 
 My syndicate group, Group 9.6 - Tiaan, Laurene, Peter and Junior – Thank you 
for your support; we carried each other. I cannot image completing such 
milestone a without you as my team members. 
 All the respondents to my survey at Willard Batteries and NUMSA.   
 Page iv 
 
ABSTRACT 
 
Globalisation and the falling of trade barriers across the world have changed the way 
organisations conduct their business. Organisations have to become more 
competitive to compete against local rivals and imported products. Employees fulfil a 
vital role in this strategy and productive employees can enable organisations to 
accomplish this goal. 
 
Employees need to be motivated to contribute to the challenges of globalisation and 
ultimately the success of the organisation. Organisations therefore need to create a 
motivating climate wherein employees can perform.  A number of motivational 
theories are recorded, but older theories make the assumption than an average 
human being exists. The more modern theories, which identify the relationship 
between dynamic variables, are more relevant but to a large extent do not consider 
the influence of trade unions. Trade unions are still very active in South Africa, and a 
combined effort by organisations and trade unions could result in a win-win outcome 
for both parties. 
 
Rewards and recognition drive behaviour which will result in enhanced productivity. 
Monetary rewards are the preferred incentive amongst employees, but the effect of 
training and development opportunities are often underestimated and under-utilised. 
Employees are generally eager to improve their skills levels, which could have a 
positive medium to long term impact on the organisation. 
 
Effective leadership is crucial to improved productivity and leaders have to create the 
environment for employees to perform.  Traditional management styles are no longer 
effective and modern leaders have to develop their skills to achieve sustainability of 
the organisation.  
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CHAPTER 1 
 
PROBLEM STATEMENT AND OUTLINE OF THE STUDY 
 
1.1 INTRODUCTION 
 
Globalisation resulted in trade barriers falling across the world. The world became 
the market place, and organisations now have to compete with global players (Hill, 
2009: p.6).  Some of these global competitors have major competitive advantages 
over local producers. The competitive advantages could be in the form of natural 
resources, cost of labour and skills availability (Hill, 2009: p.174). 
 
The manufacturing industry worldwide has to become more competitive.  Many 
manufacturing concerns are still very labour intensive and productivity plays an 
enormous role in total output, unit cost and total manufacturing cost (Hill, 2009: 7).  
A general perception is that labour in South Africa is not very motivated, which 
results in lower levels of performance and productivity. Escalating salaries and 
wages, coupled with the low productivity, results in a vast increase in unit cost of 
labour. This makes is less attractive for organisations to compete in the global 
market (Coetsee, 2003: p.1).   
 
The motivation of staff is generally driven by the managers and leaders. They 
usually formulate strategies to assist with the challenge to motivate staff to 
become more productive. By creating a motivating climate, managers and leaders 
can contribute to the challenges that come with globalisation. Production 
managers are responsible for achieving daily production targets, and they have to 
take responsibility for the staff under their control.  The human resources 
department can formulate the strategy and give guidance, but it is ultimately up to 
the line manager to motivate his or her staff members to become more productive 
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and to be able to contribute favourably to organisational profits (Coetsee, 2003: 
pp.7 -10). 
 
Trade Unions are independent membership-based organisations of workers that 
represent and negotiate on behalf of working people. They give advice when their 
members have problems at work, help improve wages and working conditions by 
negotiating with employers and make sure that their members’ legal rights are 
enforced.  The report states that working with a recognised trade union can result 
in benefits such as building trust amongst the workforce, providing access to 
learning and skills and increased productivity (Ethical Trading Initiative: 2010: p.1).  
 
1.2 MAIN PROBLEM STATEMENT 
 
Older theories of motivation such as Maslow’s needs hierarchy theory, Herzberg’s 
motivator-hygiene theory and McClelland’s theory of learned needs all generalise 
human behaviour.  They make the assumption that “an average human being” 
exists, and that all people are the same or at least comparable as far as their 
needs, urges, motives, attitudes and behaviour are concerned. An average human 
being does not exist and people differ completely in the kinds, nature as well as 
the strength of their needs, urges and motives (Coetsee, 2003: pp.13 - 16). 
 
Gerber, Nel and van Dyk (1999: pp.269 - 275) concluded that the more modern 
theories such as the Reinforcement theory, Expectancy theory and Equity theory 
attempt to identify the relationship between dynamic variables which make up 
motivation.  The outcome and the valence of the outcome are important to the 
individual and inputs will be based on outputs or expected outputs and rewards.  
 
Coetsee (2003: p.15) suggested that the Reinforcement theory is based on the 
assumption that human behaviour is determined by the outcome or results of such 
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behaviour. People will repeat behaviour that resulted in positive outcomes such as 
recognition or a salary increase and avoid behaviour that resulted in negative or 
an unpleasant outcome such as a poor merit rating or a reprimand. Negative or 
unpleasant outcomes include items such as a poor merit rating, a low wage 
increase or a reprimand. 
 
The Expectancy theory, a more modern theory, is based on the assumption that 
people are motivated by the attractiveness of the outcomes of their efforts.  
Outcomes could be either extrinsic or intrinsic. People believe that their inputs will 
lead to certain outputs that they value. If an output has a positive valence, but the 
employee believes that he will not receive the output, the person will not be highly 
motivated. (Champoux, 2006: pp.170 - 172).  
 
The Equity theory is based on an exchange relationship where people give 
something to get something in return. It describes how people develop 
perceptions of fairness about the distribution of rewards in exchange for their 
inputs and efforts. Rewards can be either negative or positive. Either party in this 
relationship can perceive the exchange as inequitable or unfair which can result in 
low levels of satisfaction. Employees will respond to the inequity in various ways 
which includes amongst others, changed outputs, changed inputs and withdrawal 
(Champoux, 2006: pp.172 - 176). 
 
Motivation impacts on productivity. Organisations want to improve productivity, as 
higher productivity levels will have a positive impact on organisational 
performance and profitability. Dual commitment from the entire workforce is 
therefore required.  Lee, J (2004) suggested that, although American research 
findings indicated dual commitment, it was not observed elsewhere in the world. 
Slack, Chambers and Johnston (2004: p.56) define productivity as the ratio of 
what is produced by an operation to what is required to be produced. It therefore 
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also measures the utilisation of people. Higher productivity levels will increase 
output at the equivalent input cost. The higher productivity levels will provide the 
organisation with a competitive advantage over its competitors.  
 
Pinder (2008: p.17) pointed out that there is a difference between performance 
and productivity. Managers often make the mistake to think poor performance is 
as a result of low motivation. When employees perform poorly, it is assumed that a 
goal exists. It is also assumed that it is possible to measure performance to 
determine whether a goal was achieved. Poor performance is therefore an 
arbitrary concept, depending on what and how it is measured. 
 
Global productivity report (2008: pp.6 - 7) indicated a rise in global unproductive 
hours. Time spent on unproductive activities increased to an alarming 34,3% in 
2007. That is equal to approximately 89,5 days of every year or 1,7 days of every 
workweek. Amongst the seven economies that were surveyed, South Africa 
ranked as the most unproductive country. The results of the research are depicted 
in Figure 1.1 below. 
 
Figure 1.1: Percentage unproductive time for seven economies during 2007 
 
 
Source: Adapted from Proudfoot: Global Productivity Report (2008) 
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This makes South Africa less competitive to compete in the global economy and 
fight imports.  Imports into South Africa also become more attractive as higher 
productivity levels in other countries will result in lower unit costs and therefore a 
lower selling price into the South African market. If South African organisations 
want to remain in business, they will have to compete against these global 
competitors. 
 
The IMD World Competitiveness Center (WCC) also conducted their annual study 
on productivity. Although South Africa showed some improvements in the 2010 
ranking, it still ended in the forty-forth position out of fifty-eight economies. South 
Africa ranked forty-eighth in the 2009 study. The rankings are attached as 
Annexure A. When low motivational levels are linked with low productivity it can 
only produce negative results.  
 
A number of factors influence productivity.  Firstly, remuneration and rewards have 
a huge impact on productivity. Remuneration includes hourly wage rates or 
monthly salaries.  Rewards could be any type of recognition from a “pat on the 
back” to a free meal in a canteen.  Additional training and development is also 
regarded as a reward by some individuals (Kazaz, Manisali & Ulubeyli, 2008: 
pp.95 - 106).  
 
Where line managers could possibly use some tactics to motivate people, it is not 
always implemented. The fact that management in unionised environments do not 
regularly use this technique does not mean that they ignore the impact it can 
generate. It is merely because unions constrain their actions (Wood, 1996).  Trade 
unions will negotiate a wage increase that will be applicable across the board to all 
members, and line managers cannot motivate high performers through above 
average wage increases.  Abovementioned motivational theories are therefore not 
entirely relevant in a unionised environment.  
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It is necessary to recognise the fact that Trade Unions are well established in 
South Africa, and that they represent most of the manufacturing staff in their 
respective industries.  National Union of Metal workers of South Africa (NUMSA) 
represents the labour force at Willard Batteries.  A collective agreement directs the 
relationship and motivational initiatives cannot be introduced if it is not covered in 
the collective agreement or negotiated with the Trade Union. At Willard Batteries, 
a Closed Shop agreement is in place which means all hourly staff have to pay 
NUMSA membership fees whether they want to belong to the trade union or not.  
The Trade Union also has the authority in a closed shop agreement to negotiate 
on behalf of all hourly staff, and not just its members. 
 
NUMSA policy (2001) on job losses stated that the loss of jobs is caused by the 
past and present mismanagement of the economy by the capitalists and the 
government. They further state that the capitalists, with the assistance of the 
government, are trying to restructure industry and the economy in ways which will 
increase profits at the expense of workers. They state that this is done to weaken 
trade unions. This background does not create the impression that there exists a 
trust relationship between Trade Unions and management and this could prevent 
parties from engaging in initiatives to improve productivity. These initiatives could 
result in job losses which will be in contradiction with their internal policies. 
 
In a unionised environment remuneration incentives are not available to managers 
and supervisors as the Union negotiate wages on behalf of all workers.  Individual 
performance is ignored when annual wage increases are negotiated and 
determined. The best performers will receive exactly the same percentage 
increase as poor performers. Based on the Equity Theory, this will not encourage 
a person to be more productive if he realises that his underperforming colleagues 
earn the same as he does.  It could be perceived as rewards being distributed 
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unfairly. The basis of the Expectancy theory is also not relevant as employees do 
not expect to receive anything else that is not included in a collective agreement. 
 
A pat on the back or other non-financial rewards could be used to motivate people 
to become more productive, but these techniques are rarely used. It could be 
because of the lack of understanding of the impact it could have on productivity.  It 
could also be because of the quality of supervisors. Global productivity report 
(2008) indicated that 31% of South African managers reported the quality of 
supervisors as being a barrier to improved productivity.  The poor quality of 
supervisors could be as result of: 
 
 Lack of supervisory training at organisational level 
 Baby-boomers retiring and being replaced by younger inexperienced 
people 
 The so-called brain-drain where generation Y supervisors look for greener 
pastures elsewhere in the world. 
 Employment Equity legislation and affirmative action initiatives to correct 
inequities from the past 
 
Effective leadership is the second factor that could impact on productivity. The 
traditional role of supervising - issuing instructions, expecting obedience, defining 
procedures, monitoring performance against quantitative criteria – has become 
redundant in the modern work environment.  People prefer to be led, facilitated, 
supported and mentored. A motivating climate where productivity can be improved 
cannot be created by managing and controlling people. Behavior of managers and 
supervisors will have to change if they want to become more effective (Coetsee, 
2003: p.55).  
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As mentioned previously, the quality of supervisors is deemed to be a concern in 
South Africa which negatively impacts on productivity. The possible reasons for 
the poor quality of supervisors as stated above could be applicable to 
management levels as well.  Global productivity report (2008) indicates that 
supervisors spend too much time on administrative duties and not enough time on 
activities that could improve productivity. Figure 1.2 indicates the breakdown of 
supervisors’ time as well as the comparison between 2006 and 2007. 
 
Figure 1.2: Breakdown of supervisors’ time 
 
 
   Source: Adapted from Proudfoot: Global Productivity Report (2008) 
 
A competent workforce is the third factor that could have a major impact on 
productivity.  Global productivity report (2008) indicated that without effective 
development of the workforce companies cannot expect to improve on 
productivity. It further states that inadequate training, either in quantity or quality, 
could severely impact on a company’s productivity.  The research indicates that 
workers in South Africa receive the most training of the eight countries surveyed, 
namely sixteen days per annum. With the low levels of productivity recorded, it 
does not look like the excessive training has an impact on productivity. 
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Brewster, Carey, Grobler, Holland & Warnich (2008: p.127) stated that employees 
are recognised as the primary source of competitiveness. Development strategies 
and retention strategies must become a critical focus for organisations to generate 
a sustainable competitive advantage.  The increasing shortage of skills combined 
with a generation of employees nearing retirement and the declining birth rates 
over the last two decades has changed the balance of power in favour of the 
employee. If organisations want to remain competitive, the management of 
talented employees will be vital.  Recruiting talented and competent employees 
will be challenging but retaining these employees will require detailed strategies.  
The retention and development strategies will ensure that these employees 
become valuable, rare and difficult to imitate. This can provide a further 
competitive advantage to the organisation. 
 
In a global, hi-tech world, organisations cannot afford to follow the old paradigm of 
giving instructions and expecting workers to just comply with them.  That will be a 
waste of employees’ knowledge, creativity and problem solving skills. To succeed, 
organisations need to utilise these attributes employees possess (Deeprose, 
2003: p.5).  
 
Based on the dilemma as described above, the following research problem was 
identified: 
 
What strategies should an organisation implement to create a motivating 
climate to enhance productivity?  
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 1.3 SUB-PROBLEMS 
 
The following sub-problems were identified that could have an impact on the main 
problem: 
 
1.3.1 Sub-problem one: 
Which factors motivate people to enhance productivity and are these factors 
similar for employees at various levels in the organisation? 
 
1.3.2 Sub-problem two: 
What is the impact of rewards, leadership and workplace competence on 
productivity? 
  
1.3.3 Sub-problem three: 
Are the same types of rewards equally valued by people on different levels in the 
organisation? 
 
1.3.4 Sub-problem four: 
What role should the Trade Union play to assist the organisation in creating a 
motivating climate to enhance productivity?  
 
1.3.5 Sub-problem five: 
How can the results obtained from the main problem and the sub-problems be 
integrated into a strategic model which can be used to create a motivating climate 
to enhance productivity?  
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1.4 DEMARCATION OF THE RESEARCH  
 
The research is demarcated to make the research topic more manageable from a 
research perspective.  The exclusion of certain topics does not imply that there is 
no need to research them. 
 
1.4.1 Selected Organisation 
 
The organisation selected to be researched is one of the leading battery 
manufacturers in South Africa, with the manufacturing concern in Port Elizabeth 
and sales branches across the country.  The factory employs approximately four 
hundred employees at various levels in the organisation. 
 
1.4.2 Level of research respondents 
 
The study was limited to middle management, supervisors, administrative staff 
and operators. 
 
1.4.3 Geographical demarcation 
 
The study was restricted to the Willard Batteries factories in Port Elizabeth. 
   
1.5 RESEARCH OBJECTIVES 
 
The objective of this research is to investigate the impact of a motivating climate 
on productivity. Strategies organisations should consider implementing to create a 
motivating climate where enhanced productivity is possible, are examined. The 
role that trade unions fulfil as well as the impact of their involvement is also 
 Page 12 
 
investigated. In addition, the relationship between a motivating climate and the 
following factors is examined: 
 
 rewards, remuneration and recognition 
 effective leadership 
 competence of the workforce  
 
1.6  SIGNIFICANCE OF THE RESEARCH 
 
Werner, Bagraim, Cunningham, Potgieter and Viedge (2007: p.3, p.11) stated that 
managing an organisation in the 21st century has become very challenging. Social, 
cultural, political, technological and global forces challenge organisations to 
redefine their strategies. An understanding of how people behave in organisations 
and what causes them to behave in a certain way is the first step in managing 
individual and organisation performance. 
 
It is important for managers to find out what the needs and goals of employees 
are. This will enable them to motivate their employees. High levels of motivation 
contribute to high performance.  Highly motivated employees strive to perform at 
the highest possible level and will exert greater effort compared to employees that 
are not motivated. Motivated people want to come to work and they contribute 
more to the organisation.  There is no universal set of principles or a magic 
formula to motivate employees (Werner et.al, 2007: p.70). 
 
The greatest challenge facing South African managers and supervisors is to 
improve employees’ performance. If managers and supervisors know how to 
improve motivation and performance of people, and if they continuously focus on 
performance improvements, it could lead to a remarkable increase in productivity. 
Motivated people will waste less time and be more focussed on their work. 
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Timekeeping of motivated people will improve and absenteeism will decline. The 
quality of products and services produced by motivated people will meet or exceed 
the required standards. (Coetsee, 2003: p.2, p.5). 
 
Increased productivity will give an organisation a competitive advantage and 
improve organisational return on investments. Organisations that continuously 
seek to become more productive and competitive will thrive in the coming years 
(Global productivity report: 2008). 
  
1.7 RESEARCH DESIGN 
 
To achieve the research objective, the following research design methodology was 
used.  Firstly, a secondary literature review was conducted.  A questionnaire was 
constructed, and the questionnaire was tested for reliability and validity through a 
pilot study. The questionnaire was improved based on the pilot study, where after 
data was collected from respondents. The data was captured and analysed, the 
findings were interpreted and necessary recommendations and were made. 
 
1.8   DEFINITION OF SELECTED TERMS 
 
1.8.1 Motivation 
 
Champoux (2006: p.150) defined motivation as those psychological processes 
that cause the arousal, direction and persistence of voluntary actions that are goal 
directed. 
 
Pinder (2008: p.11) defined work motivation as a set of energetic forces that 
originate both within as well as beyond an individual’s being, to initiate work 
related behaviour and to determine its form, direction, intensity and duration. 
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1.8.2 Productivity 
 
Pinder (2008: p.5) defines productivity as the value of the economic output 
achieved in an industry or economy per unit of human labour and fixed capital 
required to attain it. 
 
1.8.3 Leadership 
 
DuBrin (2010: p.2) defines leadership as the ability to inspire confidence and 
support among the people who are needed to achieve organisational goals. 
 
1.8.4 Rewards 
 
Kinicki and Kreitner (2008: p.208) distinguish between two types of rewards. 
Extrinsic rewards are financial, material or social rewards from the environment. 
Intrinsic rewards are psychic rewards and are self-granted.  People are intrinsically 
or extrinsically motivated.  
 
1.8.5 Workplace competence 
 
Competence is described as a set of behaviours, knowledge, thought processes 
and attitudes which are likely to be reflected in job performance.  Added to this is 
savoir faire, or simply “savvy” (Pinder, 2008: p.21). 
 
1.9  ASSUMPTIONS 
 
The following assumptions were made: 
 
 The model could be used in any type of organisation.  
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 The model will work for all organisations where Trade Unions are involved. 
 Non-trade union members will react in the same way as trade union 
members.  
 
1.10 OUTLINE OF THE STUDY 
 
Chapter two will discuss a motivating climate and productivity in detail.  It will also 
focus on explaining the impact of the factors listed below and their relationships 
with a motivating climate and productivity: 
 
 rewards, remuneration and recognition 
 effective leadership 
 competence of the workforce 
 
Chapter three will consist of the research methodology and an analysis of the 
respondents. 
 
The research results will be analysed, interpreted and discussed in chapter four.   
 
A summary, final conclusions and recommendations will be recorded in chapter 
five, and will be followed by a reference list and appendices. 
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CHAPTER 2 
 
THE IMPACT OF A MOTIVATING CLIMATE ON PRODUCTIVITY 
 
2.1 INTRODUCTION 
 
If managers and supervisors know how to improve motivation and performance of 
people, it could lead to dramatic increases in productivity. The improvement of 
employees’ performance is most probably the greatest challenge facing managers 
and supervisors in South Africa (Coetsee, 2003: p.2). Pinder (2008: p.9) pointed 
out that motivation will just be as important into the future, as it has been in the 
past.  
 
Quick fixes are often used to overcome a challenge and to motivate people.  
These quick fixes include engaging with a motivational speaker or “motivating” 
employees by means of financial rewards. These quick fixes are based on myths 
about motivation and very seldom have a lasting effect. Financial rewards might 
increase satisfaction in the short term, but has no effect on commitment in the 
longer term. The key to improve employee motivation and commitment is for 
managers and supervisors to create a motivating climate within their organisations 
where employees can perform (Coetsee, 2003: p.2). 
 
Managers cannot give people motivation like they give them assignments. They 
can however create an environment where employees are likely to feel motivated 
to take actions that contribute to organisational success.  In such an environment 
people believe their work is meaningful, they have control over how they do it, they 
have opportunities for growth, they get feedback on their performance and they 
are rewarded and recognised for their achievements. Creating such an 
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environment should be the number one task of every manager (Deeprose, 2003: 
p.3). 
 
Kinicki and Kreitner (2008: p.147) described motivation as “those psychological 
processes that cause the arousal, direction and persistence of voluntary actions 
that are goal directed.” They further stated that managers need to understand 
these processes if they want to successfully guide employees towards 
organisational objectives.  Effective employee motivation has been one of the 
most difficult tasks managers had to deal with.  Organisations that downsize, 
restructure and re-engineer linked with managing a diverse workforce makes it 
even more complicated (Kinicki and Kreitner, 2008: p.147).  
 
Gerber, Nel & van Dyk (1999: p.256) stated that motivation continues to be a 
major topic in human resources management, as it is assumed that it exerts a 
significant influence on action and behaviour in organisations.  They continue by 
saying that motivation constitutes hidden realities in organisations which cannot 
be measured in a direct and objective way. Motivation is regarded as a very 
important tool in achieving organisational success. 
 
2.2 THE THEORY OF A MOTIVATING CLIMATE 
 
Theories of motivation can be divided into two categories. The first is the older 
content theories which focus on the kinds of factors which cause motivation.  The 
second category consists of more modern process theories that endeavour to 
explain how motivation and behaviour relate to one another (Coetsee, 2003: p.13).  
 
Werner, Bagraim, Cunningham, Potgieter and Viedge (2007: p.72) stated that the 
older content theories attempt to explain the things that actually motivate people at 
work.  Content theories are concerned with identifying people’s needs and their 
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relative strengths and the goals they pursue in order to satisfy these needs. These 
theories therefore place the emphasis in what motivates people. The more modern 
process theories on the other hand attempt to indentify the relationship among the 
dynamic variables which make up motivation. It focuses on how behaviour is 
initiated, directed and continued.  The emphasis is therefore on the process of 
motivation. 
 
2.2.1 Content Theories 
 
Coetsee (2003: p.14) stated that the three best known content theories are 
Maslow’s needs hierarchy theory, Herzberg’s motivator-hygiene theory and 
McClelland’s theory of learned needs. These theories are based on the 
assumption that an average human being exists and that people are the same 
when it comes to needs, urges, motives, attitudes and behaviour.  
 
Maslow’s needs hierarchy is most probably the most recognised motivation theory. 
It is based on the assumption that people continuously want things, and as soon 
as one need is satisfied, another takes its place.  People are therefore never fully 
satisfied and a satisfied need no longer acts as a motivator. People’s needs are 
also arranged in order of importance. Human needs are divided into five 
categories according to importance. The lowest level must be satisfied before 
higher-order needs appear and become motivators of behaviour. Figure 2.1 
depicts the five levels starting at the bottom of the figure.   
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Figure 2.1: Maslow’s needs hierarchy 
 
 
Source: Adapted from: Champoux (2006: 153) 
 
Only when the need for food and water is satisfied, will the need for safety 
emerge. This trend will continue until the most complex need of status or self-
actualisation is reached (Werner et al. 2007: pp.73 - 76). 
 
Gerber, Nel & van Dyk (1999: p.262) affirmed that needs on the first two levels are 
usually satisfied by the individual himself or by governments or communities in 
some cases. The third level, belonging and social needs, may be satisfied in the 
working environment to a certain extent, but it is difficult to develop a strategy that 
will translate these needs into an incentive for improved individual performance.  
The best opportunities for employee motivation are captured in levels four and 
five.  Free interaction, good remuneration, interesting, challenging and meaningful 
work provide a firm foundation for improved performance. Good remuneration will 
assist in satisfying lower levels needs such as food and security. 
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Herzberg’s Motivator-hygiene theory found one set of factors or working conditions 
that tend to motivate people to improve their performance which results in job 
satisfaction. A second set of factors was called hygiene factors and these could 
cause dissatisfaction. The first set of factors is motivators and includes 
achievement, recognition and the work itself. Herzberg argues that these factors 
will generate high intrinsic motivation. The second set of factors or hygiene factors 
includes items such as organisational policy, quality of supervision and working 
conditions (Champoux, 2006: p.159).   
 
Managers must first improve the hygiene conditions of work before they try to 
increase motivation. Negative hygiene factors will prevent employees from 
experiencing the motivators. Herzberg maintains that when employees regard 
hygiene factors as insufficient, they would be dissatisfied and less productive. 
Herzberg sees the solution to motivation problems as the design of the job itself. 
Jobs should be challenging and meaningful and can be enriched by added 
responsibility (Champoux, 2006: p.160).  
 
Mc Clelland based his learned needs theory on the assumption that people are 
not born with a specific set of needs but that needs are learned from a culture or 
society. The theory is based on three higher order needs namely: 
 
 the need for achievement 
 the need for affiliation 
 the need for power 
 
Each of these needs is associated with different kinds of behaviour. Mc Clelland 
believed that a country’s economic success is based on the level of need 
achievement amongst members of the population.  Economically poor countries 
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should be able to hugely improve by addressing and stimulating the need for 
achievement amongst people in that country (Werner et al. 2007: p.78 - 81). 
 
2.2.2 Modern Process Theories 
 
Questions concerning how individual behaviour is energised, directed, maintained 
and stopped are addressed in the modern process theories. Individuals make 
conscious, rational decisions between alternative choices which results in 
motivated behaviour. Modern theories are regarded as more valid explanations 
and predictors of work motivation compared to older content theories. The most 
important modern process theories include the Expectancy theory, the Equity 
theory and the Goal setting theory (Coetsee, 2003: pp.15 - 16).  
 
Champoux (2006: pp.170 - 173) explained that the expectancy theory is based on 
the assumption that individuals have expectations about outcomes which come as 
a result of their inputs. He suggests that individuals will be motivated to work well if 
they have the perception that their efforts will result in successful performance and 
desired outcomes. These desired outcomes are divided into two groups: 
 
 Intrinsic outcomes, which are directly related to the task itself and are 
rewards that people give themselves.  Job satisfaction falls under this 
group. 
 Extrinsic outcomes, which are related to the job context environment and is 
awarded by someone else. Salary and working conditions fall under this 
group. 
 
Motivation can therefore be explained by the interrelationship between the 
variables depicted in Figure 2.2.   
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Figure 2.2: Expectancy theory 
 
 
Source: Adapted from: Emerald: Research you can use (n.d.) 
 
Effort will be made if it is perceived that the effort will lead to good performance. 
Coetsee (2003: p.101) stated that goals, expectations, skills, ability and potential 
will all influence the effort–performance relationship. Effort also determines the 
intensity with which people perform their work activities. Instrumentality is where 
the individual believes that the good performance which was a result of effort, will 
lead to desired outcomes. Valence refers to the expected satisfaction that will 
follow an outcome. Coetsee (2003: p.100) makes it clear that it is often neglected 
that valence of rewards differ from individual to individual.  
 
The Equity theory of motivation is based on the assumption that motivation is 
influenced by the degree of equity an employee experiences in the work situation. 
People strive for fairness and justice in social exchanges and give-and-take 
situations.  An employee will compare his effort and rewards with another 
employee’s effort and rewards. If an employee observes that his outcomes and 
inputs are not equal to a comparable employee, feelings of disequilibrium will be 
aroused (Kinicki and Kreitner, 2008: pp.175 - 178).  
 
Inequity will cause internal tension; the employee will be dissatisfied and this could 
impact on his motivational levels.  This could result in employees changing their 
inputs in line with the rewards they receive, in other words, reduced productivity.  
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Dissatisfied employees might try to find new situations with a perceived more 
favourable balance.  In some cases, employees might even attempt to bring about 
changes in other people such as to force other people to adjust their inputs. The 
real compensation an employee receives is often not as important as the 
perceived compensation. Equity only exists when an individual concludes that his 
or her own outcome and input ratio is equal to that of other people. The highest 
motivation occurs when a person has outcome and input ratios equal to those of 
the comparison person (Kinicki and Kreitner, 2008: pp.178 - 180). 
 
The Goal setting theory is mainly based on the idea that a goal serves as a 
motivator because people compare their present capacity to perform with that 
required to succeed at the goal. People’s goals and intentions play an important 
role in determining behaviour. People strive to achieve goals in order to satisfy 
their emotions and desires. Work behaviour and performance is directed by goals.  
Effort to achieve goals will depend on the combination of goal difficulty and the 
extent of the person’s commitment to achieve the goal. People with difficult goals 
will perform better than people with easier goals (Greenberg & Baron, 2003: 
pp.196 - 199).  
 
Specific performance goals should be indentified and set in order to direct 
behaviour and maintain motivation. Goals should be challenging but realistic.  
Difficult goals usually lead to higher performance. Better performance is 
associated with complete, timely and accurate feedback on progress on the goals, 
but this is in practise often neglected. Goals are usually better accepted when 
there was participation between employee and superior.  Participation also results 
in higher performance levels. Goals that were not accepted will have little capacity 
to guide behaviour in the future (Greenberg & Baron, 2003: pp.199 - 200). 
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Coetsee (2003: pp.109 - 114) stated that goals have a number of motivating 
mechanisms. Firstly, goals direct attention. People can direct their efforts toward 
things that have the greatest impact on their performance. Secondly, goals create 
the energy required to act and to sustain efforts to achieve the goal. The third 
motivating mechanism is goals that create a common focus. When members of a 
team are committed to specific goals, it creates a sense of belonging.  Shared 
responsibility to achieve goals along with interdependency and a trust relationship 
is created. Lastly, goals help to develop strategies and action plans to achieve the 
goals. Feedback is an important part of goal setting. It will stimulate a motivating 
climate and will also strengthen the effort-performance relationship. When 
employees know how they are doing compared to goals, they will exert additional 
effort to achieve goals if they are not on track.  
 
2.3 THE IMPORTANCE OF PRODUCTIVITY 
 
National Productivity Institute (1993) defined productivity as the quantity of outputs 
achieved in terms of quantity of inputs used. It includes being effective and fruitful 
and issues relating to efficiency, profitability, quality and innovation forms part of 
being productive.  
 
Rasing (n.d.) defined productivity as the ability of an organisation to convert 
available resources into profitable services or goods.  Productivity in the workplace 
allows an organisation to apply skills, technology and innovation to achieve 
maximum output with the inputs and processes that are already in place.   Rasing 
(n.d.) concludes by saying that productivity is therefore all about exploring new 
ways to build an efficient environment. 
 
Productivity SA (2010) made it clear that productivity is not equal to production. It 
is rather concerned with how effectively outputs are produced and the value 
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created by the production process. Productivity can also be described as working 
smarter and not harder. They state that productivity is the answer to South Africa’s 
challenge to rise and become world class. They also point out that enhanced 
productivity can result in improved motivation as well as cohesive management 
and labour relations.   
 
2.3.1 The impact of productivity  
 
Rasing (n.d.) stated that productivity is important for a number of reasons.  Firstly, 
higher productivity levels reduce the cost per unit of products produced which 
results in lower prices to consumers. The lower prices will increase disposable 
income which will increase living standards.  Consumers therefore benefit from 
higher productivity levels in organisations.  The second reason is that higher 
productivity will result in increased profits for the organisation.  This could lead to 
salary increases or incentive bonuses if the organisation decides to share the 
increased profits with employees.  The third reason is listed as productivity being 
more important than revenues and profit. Profit determines only the end result, 
whereas productivity determines the efficiency of the organisation as well as the 
effectiveness of business processes and policies. The last reason listed is that 
productivity helps organisations to measure their strengths and weaknesses in 
conjunction with threats and opportunities in the market. Productivity can be 
strength or a weakness and once it is recognized, organisations can address it 
accordingly.  
 
Organisations with higher productivity levels can compete effectively in local and 
global markets.  These organisations also show a tendency to grow. With the 
improved productivity levels, the country’s wealth in terms of goods and services 
available for distribution and consumption also increases.  This will result in a 
higher standard of living for the population.  One can therefore conclude that 
 Page 26 
 
enhanced productivity will result in improved prosperity of the organisation and the 
country and can lead to economic growth and sustainability (National Productivity 
Institute, 1993). 
 
Saari (2006: p.2) defined economic growth as a production increase achieved by 
an economic community. It is expressed as an annual growth percentage 
depicting real growth of the national product. An increase in production output and 
an increase in productivity are the only two factors that create economic growth for 
a country. 
 
2.3.2 Global productivity  
 
Global productivity report (2008) examined company productivity, the potential for 
productivity gains, the barriers companies must overcome in order to improve their 
productivity and the initiatives companies are planning to enhance their 
productivity gains over the next twelve months. Proudfoot have published the 
reports since 2001 and it draws comparisons between different countries and 
different sectors within the economy. The countries include Australia, Brazil, 
Canada, China, France, Germany, India, Russia, South Africa, Spain, United 
Kingdom and the United States. The sectors include Automotive, 
Communications, Energy, Financial Services, Food and Beverage, Manufacturing, 
Mining and Retail. Proudfoot have established four levers of productivity and 
believe that every firm has the ability to address the critical barriers to improved 
productivity by focussing on the four levers. 
 
The first lever is focus on management.  They state that effective management is 
integral to the running companies and is a key lever of productivity. The research 
revealed that one in five managers regards the quality of supervisors to be a key 
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barrier to improving the companies’ productivity.  Supervisors mainly spend their 
time on the following activities: 
 
 Active supervision of the workforce for which they are responsible 
 Passive supervision of the workforce 
 Training of the workforce 
 Administrative duties 
 Work on assignments which have been assigned to them  
 Available time, which is defined as time not spent on one of the five major 
activities listed above. 
 
Results show that supervisors only spend approximately twenty four percent of 
their time on active supervision and training of the workforce. These two activities 
have the greatest potential to increase the productivity but receive insufficient 
attention (Global productivity report: 2008). 
 
Focus on the workforce is regarded as the second lever.  It states that without 
effective development of the workforce, companies cannot expect to accrue 
productivity gains in the future.  Staff shortages and an insufficient labour pool 
were cited as a critical barrier to improved productivity.  The study has found that 
workers spend on average eighty nine days per work year on activities that do not 
deliver productive results for their company.  South Africa ranked the highest in 
this section at forty one percent of time being unproductive (Global productivity 
report: 2008). 
 
The third lever is focus on communication.  They found that effective 
communication lies at the heart of any organisation’s productivity.  Poor 
communication can therefore hinder productivity gains and was cited as the 
second greatest barrier to productivity.  When the impact of internal 
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communication issues on productivity is examined at the sector level, the 
importance of effective communication is magnified. Communication between 
departments is where the greatest level of difficulty was observed (Global 
productivity report: 2008). 
 
 The fourth and last lever of productivity is focus on training.  It is stated that 
inadequate training, whether in quantity or in quality, can severely impact on a 
company’s productivity.  The Russian managers cited this as the greatest barrier 
and South Africa was listed as the country with the most training days per annum, 
namely 16 days per person. When managers worldwide were asked about their 
plans to improve productivity, they identified training as their golden solution 
(Global productivity report: 2008).  
 
2.3.3 Global competitiveness 
 
The IMD World Competitiveness Center (WCC) has been leading the way in the 
field of competitiveness of nations and enterprises since 1989. It is dedicated to 
the advancement of knowledge on world competitiveness by gathering and 
analysing the latest and most relevant data on the subject (IMD World 
Competitiveness Yearbook, 2010). Competitive factors are categorised into four 
main sections namely Economic performance, Government efficiency, Business 
efficiency and Infrastructure. Business efficiency measures the extent to which the 
national environment encourages enterprises to perform in an innovative, 
profitable and responsible manner. Productivity and efficiency, labour market, 
finance, management practices, attitudes and values are covered in this section. It 
further measures the GDP per person employed in United States Dollar as well as 
the percentage change of real GDP per person employed. These results are 
published on an annual basis and the 2010 results are attached as Annexure A. 
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A total of fifty-eight economies were covered in the study during 2010 and these 
economies are ranked from the most to the least competitive. The results from the 
previous year are included in brackets on the Scoreboard.  Singapore ranked as 
the most competitive economy during 2010, coming from third place in 2009.  
Hong Kong was in second place during 2010 and 2009.  The USA was in third 
place during the 2010 study, moving from first place during 2009.  South Africa 
ranked forty-fourth out of the fifty-eight economies versus the 2009 ranking of 
forty-eighth place. This is also a good improvement of the 2008 raking where 
South Africa ranked fifty-third out of fifty-five economies (IMD World 
Competitiveness Yearbook (2010). 
 
The lowering of trade barriers across the world made globalisation of markets and 
production a theoretical possibility. Transportation costs associated with 
globalisation of production declined, and production in different locations across 
the world became more economical. In addition to globalisation of production, 
technological innovation has also played a part in the economy. The globe 
became a local village. When multinational organisations consider foreign direct 
investments, issues such as productivity, political risk and trade barriers will be 
considered. Capital investments will be made in countries where these factors will 
be conducive to performance. Many multinational factories are established where 
labour costs are relatively low. Labour intensive products are therefore produced 
at a low cost per unit (Hill, 2009: 11 - 16, pp.564-573). 
 
Aitken and Harrison (1999: pp.40 - 41) stated that multinationals can favourably 
compete with local firms because multinational firms possess intangible productive 
assets such as technological know-how, marketing and managing skills, 
harmonized relationships with customers and suppliers and a good reputation. 
These assets can be transferred to host country firms at a reasonable cost. One 
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would expect productivity at host countries to increase if multinationals truly 
possess these intangible assets.  
 
Multinationals will expose domestic firms to new products, production and 
marketing techniques which should also favourably impact on productivity. 
However, multinationals can also reduce productivity of local firms in the short 
term. Foreign firms with a lower marginal production cost will increase production 
at the expense of local firms.  Local firms will have to cut back on output which will 
increase average cost curves. Lower volumes are usually associated with more 
frequent changes which are less productive. This drop in productivity could even 
negatively impact on net domestic productivity (Aitken and Harrison, pp. 1999: 40 - 
41).   
 
Görg and Greenaway(2004: pp.174 - 176) reported that there seems to be an 
assumption that foreign firms add value by bringing investments that boost 
national income as well as secondary spillovers such as productivity growth. 
Multinational firms have firm specific advantages that might be related to the 
production methods they use or the way the organise activities. Some of the 
benefits from these advantages will spill over into the domestic firm through 
imitation, labour mobility or competition. These spillovers have the potential to 
raise productivity levels.  
 
 2.4  THE RELATIONSHIP BETWEEN A MOTIVATING CLIMATE AND 
PRODUCTIVITY 
 
Coetsee (2003: p.10) stated that job creation is often thought of as the solution for 
South African economic problems.  He further points out that even if South Africa 
creates one million job opportunities but does nothing to address the low 
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productivity, the unmotivated workforce and the lack of ethics, it will simply lead to 
more and more unproductive workers in more jobs.   
 
Green (2000: p.2) stated that motivation is like fuel for performance. People 
perform well when they are motivated but when there is a lack of motivation, 
performance will also lag. The critical connection between motivation and 
performance must be recognised in order to obtain the best performance from 
employees. Many managers are not satisfied with their efforts to motivate 
employees, because they do not get consistent results. Solid motivation strategies 
linked with a clear understanding of the dynamics of motivation should produce 
desired results more consistently.  Performance should not be seen in isolation. 
Underlying motivational problems should be investigated when performance 
issues are experienced. Lack of effort, lagging performance, employee 
dissatisfaction, tardiness, absenteeism and missed deadlines are all external 
symptoms pointing to an underlying motivation problem. 
 
Motivation to psychologists includes internal drives, subconscious needs and 
personal fulfilment. When managers refer to motivation, they refer to something 
more visible: performance. Managers see motivated people as those who fulfil job 
expectations and assist others when required to do so. They see them as people 
that want to grow in the organisation by learning new skills and taking on 
additional tasks. Managers see problems such as absenteeism and task 
avoidance as a lack of motivation. This viewpoint of motivation puts the blame 
squarely on employees and let the managers get off the hook. If this problem is 
not addressed, it will result in a range of expensive behaviours which include 
absenteeism and careless mistakes (Deeprose, 2003: pp.39 - 40). 
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2.4.1 The role of a motivating climate 
 
Clements-Croome (2000: p.18, p.36, pp.77 - 78) stated that the desire to create 
an environment which is conducive to productive work indicates a radical shift in 
the philosophy of work and the workplace. Happy people typically feel a 
satisfactory degree of personal control over their lives, whether it is in the 
workplace or at home.  He makes the assumption that the work output of a happy 
person will be higher compared to a person that is not happy. Health, well-being 
and quality of work life are associated with performance and productivity.  A 
number of workplace conditions cause stress, strain or pressure which is 
associated with a wide range of physical or psychological ill-health problems. 
Understanding of stress and pressure at work is important if organisations want to 
create a productive workplace. The changing nature of the work environment is a 
main potential source of stress and pressure and must be managed in a 
constructive way.  
 
According to Clements-Croome (2000: pp.80 - 81); many organisations have 
streamlined, downsized or right sized with the rapid technological developments 
observed in the past.  This was done in order for organisations to remain 
competitive with local and foreign competitors. Fewer people have to do more 
work. The additional workload is a potential stressor. The introduction of new 
technology in conjunction with the additional workload ads more pressure on 
employees. The workforce is required to become more multi-skilled to effectively 
utilise costly investments in new technology such as plant and equipment. The 
new technology often results in decision making responsibilities being pushed to 
employees lower down in the organisation.  
 
Employees have to become creative and innovative and produce new ideas on a 
regular basis.  These creative people can give an organisation a competitive 
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advantage. Organisations can train employees to become more creative and 
encourage the employees to be innovative but should then be open to these new 
ideas. Work environments can also be adapted to bring out creativity in 
employees.  Implementation of innovative and creative ideas will assist to improve 
the organisation (Greenberg & Baron, 2003: pp. 535 - 537).  
 
Pinder (2008: p.298) argued that organisations require the commitment of their 
employees in order to survive, and for this reason, they do what they can to 
develop and encourage the commitment. Unfortunately economic conditions can 
force even the most compassionate and caring organisation to reduce employee 
numbers in difficult times. This should not prevent organisations from creating 
opportunities for employee commitment.  
 
Coetsee (2003: p.2) stated that managers and supervisors must create a 
motivating climate which will unlock, improve and enhance employee motivation 
and commitment to perform at higher levels. The absence of a motivating climate 
is characterised by an over managed and controlling climate with too many rules, 
regulations, restrictions, bureaucracy and punitive behaviour. This causes non-
commitment and demotivated employees who limit individual and team efforts and 
performance, as well as organisational effectiveness and performance. Champoux 
(2006: p.360) referred to coercive power where managers use the fear of 
punishment to try to influence behaviour. In a motivating climate, people will work 
with more dedication and eagerness to do the right things right, which includes 
improving their performance and effectiveness.  
 
People control productivity in any organisation. A productive work environment 
must be created which includes team building, open communication, flexibility and 
balancing the needs of the organisation with the needs of the workforce. A 
productive environment must challenge staff to perform at their best, and their best 
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must result in quality products and services. The desire to achieve and perform is 
generated by the relationship between management and employees. Managers 
should use coaching and goal setting to assist them to create a motivating 
environment (Holzer & Lee, 2004: p.447).  
 
Goals that are due in a short period of time are more motivating than goals due in 
a year. Employees will encourage themselves if results are observed after shorter 
intervals. Long term goals can become powerful motivators all year long if periodic 
milestones are established. These milestones also provide the opportunity to 
review the relevancy of the goal and the progress made toward the goal. 
Successes can e celebrated and problems encountered can be analysed and 
plans formulated to overcome them. It also provides the opportunity to make mid-
course corrections an action plans and goals (Deeprose, 2003: pp.64 - 65). 
 
2.4.2 The effect of performance on productivity 
 
Performance is defined as realising goals and meeting expectations and can be 
illustrated in Figure 2.3 by the following formula:  
 
Figure 2.3: Formula for performance 
 
 
Performance = Skills and Abilities X Motivation X Resources 
Source: Adapted from: Coetsee (2003: p.139) 
 
The formula suggests that performance is possible when managers ensure people 
have the required skills and abilities, that they are motivated and have the 
necessary resources to complete their tasks.  However, a motivating environment 
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should be created instead of trying to motivate people.  If this process is taking 
place, performance is replaced with peak performance and the formula above is 
changed as follows:   
 
Figure 2.4: Formula for peak performance 
 
Peak Performance = Potential X Commitment to 
performance X Motivating climate 
Source: Adapted from: Coetsee (2003: p.139) 
 
Peak performance is defined as recognition and utilisation of the potential of team 
members and the realisation of goals and expectations (Coetsee, 2003: p.139). 
 
Coetsee (2003: pp.140 - 141) described the potential in above formula as more 
than just skills and abilities, but the capacity to perform.  It includes all the factors 
contributing to the effective execution of a task, such as skills, abilities, knowledge, 
experience, aptitude, information and training. Commitment to perform consists of 
the individual’s willingness to perform and includes clearly defined and accepted 
goals and the effort or energy applied to meet those goals.  Motivating climate in 
the formula refers to opportunities that are created for people to perform, and is an 
environment which energises, focuses effort and performance, encourages and 
supports. The potential of people is unleashed in a motivating climate where 
opportunities are created for people to be successful.  
 
Performance can be divided into three levels, namely individual, group and 
organisational performance. It is believed that each level of performance can 
contribute to overall organisational productivity. Productivity is a broad concept 
and includes performance. Productivity and performance improvements rely on 
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many inputs such as management support and feedback from others, committed 
people at all levels of the organisation, a performance measurement system, 
employee training and reward structures.  These factors are all equally important. 
Productivity improvement has been a very attractive strategy (Holzer & Lee, 2004: 
pp.1 - 2). 
 
Green (2000: p.155) mentioned that when high-performing employees have 
unresolved motivational issues, their performance will decline or they will leave for 
another job. When poor performing employees are not motivated to improve, they 
impact negatively on results, they reduce productivity amongst team members and 
they seldom leave because they do not find other jobs.  In both cases, managers 
pay the price when employees are not motivated.  Managers can be taught how to 
motivate others. Employees are motivated by what they believe will happen and 
not by what managers promise them. There are three conditions for motivation 
which managers must put into practice, namely confidence, trust and satisfaction. 
Managers must help employees to develop confidence needed to do their jobs. 
Managers must be trusted that they will give the employee what his performance 
deserves. Managers must make it possible for employees to find satisfaction in 
their jobs. Managers must therefore create an environment where these conditions 
are reinforced.  
 
Rivera (n.d.) stated that motivation is required to energise performance and to 
achieve results. Motivation influences how people feel and the way in which they 
perform. Motivation is a complex concept because one is dealing with the study of 
human nature. Internal or external factors motivate a person which will make them 
more productive. There are five basic rules that should be followed to keep people 
motivated: 
 
 The first tasks must be completed before the next task is started. 
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 Goals must be set and plans formulated to achieve the intended goals. 
Once smaller goals are accomplished, more challenging goals can be 
developed. 
 Support from people that know what a person is going through will motivate 
that person to continue. 
 People must continue learning, whether through experience or mistakes 
made by themselves and others. 
 Each person must use their natural talent.  That will keep people motivated 
and increase performance. 
 
Nelson (2005: p.45) stated that numerous motivational studies have shown that 
employees place a very high value on getting information about their jobs, their 
own performance and how the organisation is doing. When employees are 
involved, they feel like valued members of the team. People also perform better 
when they are informed. The experience by the employee is even more highly 
valued if the information is communicated in a personal and timely manner. 
 
Kristina (2010) reinforced the fact that employees are the most important asset in 
an organisation. Employees have unlimited potential to contribute in the 
achievement of organisational objectives. The combined productivity of all 
employees drives the operations of the organisation and it dictates overall 
performance.  An attractive organisational culture is created through this process. 
Managers are very concerned with employee productivity and it is accepted that 
motivation increases productivity. Motivation and productivity are similar concepts 
but motivation is the means to achieve productivity.  Just like equipment needs 
fuel and operators, so people need motivation to perform and be productive. 
Equipment and people must therefore always be kept in the best possible working 
condition. This will then lead to the best possible productivity and performance. 
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2.4.3 The relationship between motivation and behaviour 
 
Werner et.al (2007: pp.70 - 72) stated that motivation exerts an important 
influence on action and behaviour in organisations.  Motivation signifies hidden 
realities which cannot be measured in an objective way. Motivation is regarded as 
a very important variable in achieving organisational success and is described as 
the direction and persistence of individual behaviour or action. Motivation is under 
a person’s control.  Effort and other behaviours influenced by motivation are 
regarded as choices of action.  Motivation is therefore not performance or 
behaviour itself, but rather the action and internal forces which influences a 
person’s choice of action. The underlying concept of motivation is a driving force 
within individuals by which they attempt to achieve a goal in order to fulfil a need 
or expectation.  If a manager wants to improve productivity, attention must be 
given to the level of motivation of individuals.  
 
Some people believe that happy workers are productive workers.  Research 
suggests that there is a positive relationship between happy or motivated people 
and productivity, but this relationship is not very strong. This could be because 
there are sometimes very little room for improvements in performance. It could 
also be that job satisfaction and performance are actually not linked directly. 
Favourable and equitable intrinsic or extrinsic rewards received for superior 
performance in the past will lead to extra effort and input. Greenberg and Baron 
state that employees will eventually recognise a link between their performance 
and the rewards they receive which could change their future behaviour 
(Greenberg and Baron, 2003: pp.158 - 159). 
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Motivating other people is more difficult than motivating oneself, because one 
cannot control the way other people feel. The following guidelines in the workplace 
will keep people motivated: 
 
 Always be willing to provide for employees’ needs. 
 Strict but fair and just discipline must be managed in the workplace. 
 Treat all employees equally and avoid favouritism. 
 Set work related goals for employees that they will be able to aim for and 
achieve. 
 Always recognise or reward good performance. 
 
Managers must stay motivated themselves if they want to motivate their 
subordinates (Rivera, n.d.) 
 
2.5  THE CONNECTION BETWEEN PRODUCTIVITY AND COSTS 
 
Organisations aim to keep their costs as low as is compatible with the levels of 
quality, speed, dependability and flexibility that their customers require. 
Productivity is the ratio of what is produced by an organisation or process to what 
is required to produce. The most obvious way to improve productivity is to reduce 
the cost of inputs while maintaining the same level of outputs. The actual cost per 
unit will decrease. Productivity can also be improved by making better use of 
inputs into the organisation. One way to reduce or improve input costs is to 
minimise waste or scrap produced. This will also reduce the cost per unit (Pycraft, 
Singh, Phihlela, Slack, Chambers and Johnson, 2010: pp.48 - 49). 
 
Pinder (2008: p.6) pointed out that there could be instances where wages, salaries 
and benefits paid to the workforce rise faster than the organisation’s productivity. 
This is referred to as declining productivity and it comparatively takes more human 
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labour than before to accomplish the same amount of economic output as before. 
The benefits that the economy can deliver therefore cost everyone more than in 
the past. Declining productivity is regarded as the most serious threat to the health 
of economies.   
 
2.5.1 The rationale to reduce costs 
 
Reuters (2011: p.1) reported that workers in South Africa’s power, iron and steel 
industries want a twenty percent wage increase in 2011, as per the National Union 
of Metal Workers of South Africa (NUMSA). This demand is much higher than 
inflation, which was 3,7% during February 2011. NUMSA admits that a twenty 
percent wage increase will fuel inflation, but feels that it is justifiable if one looks at 
their member’s indebtedness. An extra fifteen percent morning shift allowance and 
twenty percent night shift allowance is also demanded. The finance ministry 
replied that these increases above inflation rates pose a threat to the economy. 
 
Organisations want to influence the cost of their goods and services.  Lower costs 
allow organisations to reduce their price in the market in order to gain higher 
volumes which will lead to improved revenue and profitability. Lower costs could 
also increase profitability at existing volumes and output.  Cost performance is 
therefore enhanced by good performance in productivity (Pycraft et.al, 2010: 
pp.50 - 53).  
 
Deo and Strong (2000) pointed out that the founders of industrial engineering 
emphasized the use of cost as a measure of productivity. The focus of industrial 
engineering is to improve productivity and to reduce costs. Physical 
measurements of productivity such as time per unit are often used and little 
consideration of the impact on cost is given. Engineers also very often look at 
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reducing consumption and physical resources with the hope that it will lead to cost 
reductions.  
 
Good performance measurement systems should include a variety of measures 
namely, input, output, outcome which is the quality and efficiency which 
determines the cost. Two or three meaningful measures should be identified and 
measured. Too much information does not assist to make meaningful decisions. 
Good performance management systems provide managers with sufficient 
information to make informed decisions (Holzer & Lee, 2004: p.33). Regardless of 
how productivity is measured, an increase in productivity over a period is positive 
and even better if organisation’s benchmark themselves and perform better than 
other organisations. The range of disparity across nations input per worker is 
described as shocking, where output per worker in the United States was more 
than thirty-five times higher than that of workers in some third world countries 
(Pinder, 2008: p.6). 
 
Chase, Aquilano and Jacobs (1998: p.36) stated that employees and the labour 
force should be recognised as a resource that should be nurtured and not a cost 
to be avoided.  Low productivity and poor quality add costs to an organisation in 
the form of claims, poor service and bad publicity. Organisations should get back 
to the basics in managing operations. Quality should be built in at the design stage 
and more emphasis should be placed on process innovation instead of focussing 
on product innovation, which will result in increased productivity.  
 
Deeprose (2003: p.49 - 51) pointed out that low motivation can cost an 
organisation a huge amount of money through poor productivity, missed 
opportunities, and disgruntled customers.  It can also extract a huge cost 
psychologically which will further lower the morale of employees. These costs can 
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be minimised or eliminated by building the following characteristics into job 
functions: 
 
 Work must be meaningful and employees must know their efforts contribute 
towards the organisation’s objectives. 
 Employees must have opportunities to grow.  This does not necessarily 
mean promotions, but include acquiring new skills and knowledge, job 
enrichment and lateral movements. 
 Employees must have some form of freedom to take decisions about their 
jobs and how they will accomplish their tasks. 
 Employees need to trust and be trusted and must be appreciated. 
 Employees develop a sense of competence and a desire to demonstrate 
their skills through opportunities, and same should therefore be afforded to 
employees to prove themselves. 
 Accomplishments and achievements should be recognised and reinforced 
by other people.   
 
Prit (2009: p.2) was of the opinion that productivity has a direct impact on 
consumer welfare.  As productivity increases at a greater rate than the increase in 
input to productivity, then the cost of production or the cost per unit will reduce. If 
the reduced prices are passed on to the consumer, then consumer welfare will 
increase. The availability and the quality of capital and labour resources are the 
main factors that could increase productivity in an economy. Innovation by public 
and private institutions and new technologies can improve productivity and create 
wealth for an economy. The quality of education and training and the level of 
research and development in a country can also contribute to productivity. The 
quality of social and physical infrastructure will also have an impact on productivity 
and economic growth.   
 
 Page 43 
 
2.5.2 The impact of costs on profitability 
 
The main reason productivity has an impact on economic growth is due to the fact 
that productivity improves the profitability of organisations.  It follows that this 
increases the level of investment into an economy which in turn increases the 
potential output of the economy as a whole in the long term. Higher productivity 
should enable the economy to grow with lower inflation and therefore increase the 
economic growth rate. Lower inflation will increase disposable income in an 
economy, which will lead to a rise in aggregate demand for products and services.  
The higher demand is met through higher supply and through this multiplier effect, 
it enhances economic growth. Government policies should therefore be aimed at 
productivity improvements (Prit: 2009). 
 
Organisations exist to make profits. In a competitive environment, organisations 
cannot merely increase selling prices of products to increase their margins or 
profitability. An increase in profit can only be achieved by increasing sales 
numbers and reducing costs, which includes production costs. Efficient usage of 
resources will also contribute to increased profitability.  Seeing that cost is a 
common denominator into which all resources throughout the manufacturing 
system can be translated, organisations should consider measuring productivity in 
terms of cost.  This will identify areas where improvements to increase productivity 
is possible. Cost is thus a direct measure of productivity which highlights money 
saved in production processes. It further serves as a motivating force for the 
people involved in improving the effectiveness of an organisation (Deo and 
Strong: 2000). 
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2.6 THE POWER OF TRADE UNIONS 
 
A purpose of the Labour Relations Act 66 of 1995 (LRA) is to promote employee 
participation in decision making in the workplace. South African labour legislation 
is also supportive of trade unions in that it underpins a tripartite system of labour 
relations. The three main role players in this tripartite of South African labour 
market are the state, employer associations and trade unions or trade union 
federations. The LRA has protected and encouraged trade unions to a huge 
extent. The world trend is to decentralise and individualise the employment 
relationship; and employees are changing in their world of work, which makes this 
protection by the LRA inappropriate and ineffective (Vettori, 2005: pp.295 - 304). 
 
Trade unions currently do have bargaining power in the workplace and this comes 
from their ability to disrupt the supply of labour in pursuance of their members’ 
interests. They have the right to establish constituted bodies to organise their 
administration and activities. They also have the right to take part in the 
establishment of federations and to affiliate to other local or international bodies 
(Bryson 2001: p.92).  
 
In terms of the South African Labour Relations Act of 1995, representative trade 
unions are entitled to appoint workplace representatives or shop stewards. Over 
the years there has been a brain drain of shop stewards migrating into lower and 
middle management levels. The shop stewards could therefore enhance their 
careers at the organisation. Becoming a shop steward could be attractive for those 
who seek upward movement in the organisation. This process could create a trust 
problem between shop stewards and the members they represent, as the question 
is asked whether shop stewards always have the collective concerns of their 
members at heart. (Wood, 2001: p.5).  
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2.6.1 Individualism versus collectivism 
 
The most important purpose of the trade union is to level the playing fields 
between management and the workforce. In a capitalistic world, the employers 
have more rights than the employees, and employees could be exploited. The 
trade union can assemble the employees in a collective unit to decrease the 
extent of decision making autonomy of the employer.  This is usually achieved 
through collective bargaining where the shop stewards and union officials 
negotiate on behalf of its members.  Power is required for a trade union to become 
relevant, and power is primarily founded in membership numbers, membership 
potential and the influence that they will exercise over the employer (Rust, 2001: 
pp.59 - 60).    
 
Kinicki and Kreitner (2008: p.74) mentioned that people are often torn between 
what they personally want and what a group wants. This is more commonly 
referred to as individualism and collectivism. Individualistic cultures are 
characterised by individual freedom and choice.  Trade unions have a collectivistic 
approach and people belonging to the trade union are expected to subordinate 
their own wishes and goals to those of the trade union.   
 
Trade unions deem all members to be equal and believe that merit is not a basis 
for recognition. This results in employees with outstanding abilities and productive 
workers no longer wanting to be members of the trade union. The labour market 
has therefore experienced a difference between work ethic and productivity of 
union members as opposed to non union members. Non union members are also 
familiar with practices such as profit sharing, incentive bonuses and merit 
payments. Younger members of trade unions are starting to question the purpose 
of trade unions as they see themselves as a liberated generation who do not need 
identification through a trade union.  The modern worker sees himself as his own 
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employer, because his competencies and skills create a demand for his services. 
The trade union still fulfils a crucial role in the employer-employee relationship and 
trade unions will have to become more proactive if they want to secure their future 
in South Africa (Rust, 2001: pp.63 - 64). 
 
Buhlungu (2006: p.25) pointed out that trade unions are starting to face problems 
with representation and declining membership numbers. One of the reasons is 
due to the fact that nowadays a large number of skilled workers are union 
members, and their needs are different to those of the union members of the 
1980’s. The new skilled members challenge the abilities of union organisers, who 
developed their expertise and strategies organising unskilled and semi-skilled 
workers. The skilled members tend to be less trusting of union leadership and are 
difficult to mobilise into any type of action.  
 
2.6.2 A trust relationship 
 
Trade Unions in South Africa are not very sensitive towards changes at the macro 
level of the economy or even at micro level. This results in a question regarding 
the survival of trade unions into the future, which threatens their member’s job 
security. The main concerns of union members are job security and earning an 
income high enough to meet the basic needs of their dependants. Trade unions 
are also not regarded as responsible role-players in the economy, which results in 
mistrust among employers (Rust, 2001: p.58).  
 
Ethical Trading Initiative (2010: p.1) stated that organisations and trade unions 
can enjoy benefits by working together.  Trade unions provide a method whereby 
organisations and employees can communicate with one another. This helps to 
build trust and commitment amongst the workforce and ensures that problems are 
identified and resolved promptly. This relationship results in noteworthy 
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productivity benefits for organisations. Trade unions ensure there is a single point 
of contact for negotiating terms and conditions for employees which are more 
efficient than dealing with employees individually. Negotiations yield solutions that 
meet organisational needs as well as ensure that workers are treated fairly. Trade 
unions help to promote equality which makes the workplace more attractive to 
workers. This result is improved staff retention, reduced absenteeism and 
improved productivity. Trade unions can assist during innovation and automation 
by providing ways to consult with employees over change and ways of reducing 
the chances of resistance to change.  They can also assist in building a motivating 
climate where workers are healthier and better skilled which will result in a more 
committed and productive workforce.  
 
Bryson (2001: p.102) argued that where unions are present, trust in managers 
was significantly higher when they had sufficient power to challenge employers, 
where they represented employees effectively and where the union was supported 
by management.  This suggests that unions can hold managers accountable for 
their behaviour.   
 
Thompson (2010: p.45) revealed that a recent trend in South Africa is where 
employers allow board and committee representation by trade unions on a 
meaningful basis. This results in greater transparency and important interaction 
between management and labour. This is a positive development and the right 
path for South African organisations. This will build stronger relationships between 
the two parties and allow the trade union to support the organisation in driving 
productivity and long term sustainability. 
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2.7 THE INFLUENCE OF REMUNERATION AND REWARDS ON 
PRODUCTIVITY 
 
The satisfaction of performing well does not have a long term motivating effect. 
People want to know what they will be receiving for their efforts. They expect their 
performance to be recognised and rewarded. Employees generally do not link an 
annual salary increase directly to the effort they made. A directly linked outcome 
or result must be the reward for performance. A positive outcome is required to 
stimulate performance further. The expectancy theory states that good 
performance followed by rewards and recognition reinforces the effort and 
performance behaviour. Poor performance followed by discipline would have the 
same impact.  The law of effect states that behaviour, followed by positive 
rewards, is more than likely to recur. Behaviour followed by negative 
consequences, is less likely to recur (Coetsee 2003: pp.153 - 154). 
 
There is no question that anticipating a reward helps to drive performance. If there 
are no expectations of receiving an award, performance will be stifled. Recognition 
and rewards are effective because they reaffirm an employee’s feeling of 
competence. It further demonstrates that the organisation values the employee 
and it demonstrates to employees what the organisation considers as valuable. 
Managers and supervisors have control over a number of rewards that could 
recognise employee performance but these are not necessarily related to 
monetary rewards (Deeprose, 2003: pp115 - 116).  
 
2.7.1 The types of rewards 
 
Coetsee (2003: pp.155 - 168) listed two groups of outcomes or rewards.  The first 
is extrinsic outcomes which include rewards and recognition given by someone 
else such as a manager or supervisor. Linking rewards to performance is 
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complicated but imperative in creating a motivating climate. If organisations are 
serious about unlocking the potential of people and creating a motivating climate, 
then remuneration must be linked to performance and not based on a job grade or 
a job level. In all traditional remuneration models, job grades are linked to 
remuneration scales.  The only way to reward excellent performance is to promote 
an employee.  
 
This traditional approach caters for the average employee. Progressive 
organisations and economically successful countries are moving away from the 
traditional system of equal pay for equal work. Remuneration is determined by the 
measured contributions of individuals and teams.  The second group is intrinsic 
outcomes where people reward themselves for good performance. These are 
feelings of success, competence or self-actualisation. Organisations cannot give 
its employees intrinsic awards, but managers and supervisors can create an 
environment which makes it possible for employees to experience intrinsic awards 
(Coetsee 2003: pp.155 - 168). 
 
Kinicki and Kreitner (2008: pp.211 - 212) pointed out that rewards often fail to 
motivate employees when too much emphasis is placed on the monetary rewards.  
Other types of extrinsic rewards are also available.  A long delay between 
performance and the reward could also de-motivate employees rather than 
motivate them. Well-timed rewards are therefore important.   The use of across 
the board wage increases on a continuous basis could de-motivate employees. 
These problems have encouraged a growing interest in more effective reward and 
remuneration practices.  
 
Harvey (2008: p.4) referred to recognition as positive reinforcement, motivational 
strategy or even common courtesy. Recognition cultivates job satisfaction, builds 
self-esteem and reinforces desired performance.  It strengthens trust and loyalty 
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and creates a culture that attracts and retains the very best people. Although 
these facts are widely accepted and well documented, organisations still miss too 
many opportunities to recognise employees for performance.  Recognition is not a 
“touchy-feely and warm-fuzzy thing” that sensitive people do.  It is also not the 
sole responsibility of management; it is everyone’s responsibility. Most of all, it is 
about creating an environment in which contributions are noticed and appreciated. 
Nelson (2005: p.8) argued that organisations can greatly influence the use of 
positive recognition on a daily basis by providing tools, activities, training and 
programmes that foster the applicable behaviour. 
 
One initiative to assist in creating a motivating climate is to involve employees in 
designing the reward system. This gives employees some control over the reward 
system and minimises difficulties that could undermine reward systems. If 
employees do not know what to do to earn an award, it may de-motivate them. It 
may also eliminate the problem of managers presenting rewards that they would 
like to receive themselves. If preferences and ambitions of employees do not 
match those of management, employees will not see the reward as valuable.  If 
rewards are tailored to suit individual needs, it will have a greater impact. Poor 
performers should also be rewarded where small improvements or positive 
changes are visible. This should motivate them to improve performance even 
further (Deeprose, 2003: pp.118 - 128). 
 
Deeprose (2003: p.149) stated that money influences on the job behaviour 
because of what it can buy and because of what it symbolises. Money is required 
to meet the basic needs, and this was pointed out in Maslow’s needs hierarchy. 
People need money to live, and the more they have the more they want, and 
money supports the lifestyle people choose. When an employee receives a huge 
pay increase, it symbolises that the organisation thinks highly of that person. A 
below average increase indicates that the organisation does not regard the 
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employee as outstanding. In a unionised environment, where pay increases are 
determined by an collective agreement and not personal performance, employees 
may not make a connection between a pay increase and their value to the 
organisation. A pay increase is observed of what management thinks of the 
workforce as a whole.  That will influence union member’s commitment to the 
organisation and their willingness to perform.  
 
Gerber, Nel & van Dyk (1999: pp.185 - 191) were of the opinion that money as a 
motivator is extremely important in South Africa, where the majority of the 
workforce comes from the lowest socio-economic levels of society.  Money is 
required for survival and most of the industrial action in South Africa is therefore 
compensation related. The lower order needs in Maslow’s needs hierarchy can be 
satisfied by money. Herzberg’s hygiene factors can be satisfied by money and the 
expectancy theory assumes that money can satisfy a variety of needs.  For money 
to be effective as a motivator, the employees must be convinced that high 
remuneration is as a result of high performance. Rewards must be comparable to 
rewards paid to other employees for similar work performed. If monetary 
remuneration is too low, it can have significant negative results. The need for more 
money will motivate an individual to look for other employment. Symptoms of too 
low remuneration in the workplace include an increased absenteeism rate, high 
staff turnover and a poor motivating climate which could lead to industrial action. 
 
Praise is the most important manner an employee wants to be recognised when 
they perform well. These are simple techniques managers can use on a day to 
day basis. Praise should be delivered as soon as possible after the superior task 
is performed, and it should be specific, sincere, positive and proactive. Praise 
does not have to be limited to verbal praise, but could include a letter, note or e-
mail to the employee, or could even be bestowed publicly. It is important to vary 
the ways in which managers recognise their staff (Nelson, 2005: pp.1 - 2).  
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Receiving training and development opportunities is a highly valuable intangible 
form of recognition. A promotion or added responsibility is a long term reward 
used to acknowledge an employee’s long term performance, but unfortunately this 
method is not widely used. Techniques that could be used as a motivator include 
giving star performers special assignments or arranging them to train other 
employees. Good performers could also be sent on advanced training themselves 
to acknowledge their outstanding performance (Nelson, 2005: p.75).  
 
Job design could motivate employees in the workplace. A job with little variety and 
complexity, just a few component tasks, little novelty and no uncertainty or 
unpredictability, will be seen as meaningless and de-motivating. A job with the 
opposite characteristics will generate arousal and motivate an employee to 
perform at his best. Some methods of increasing stimulation in the workplace is to 
trade jobs with other employees, reversing the sequence of certain tasks or 
designing new ways of performing tasks. Performance will therefore suffer if the 
job is too tedious and boring (Pinder, 2008: pp.207 - 208).  
 
Kinicki & Kreitner (2008: p.151) were of the opinion that job design attempts to 
improve employees’ affective and attitudinal reactions such as job satisfaction and 
intrinsic motivation.  It also impacts on various behavioural outcomes such as 
absenteeism, staff turnover and performance. Three motivational techniques are 
important when it comes to job design, namely: 
 
 Job enlargement, where more variety is included in an employee’s job by 
combining specialised tasks of comparable complexity.  It usually does not 
have a lasting effect on motivation so it should be used in broader 
approach to motivate employees. 
 Job rotation, where employees are moved from one specialised job to 
another. Employees are trained and multi-skilled to perform two or more 
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separate jobs on a rotating basis. Whilst this happens, managers believe 
they can stimulate interest and motivation while providing employees with a 
broader perspective of the organisation. Increased employee flexibility and 
easier scheduling are some advantages of a fully trained and multi-skilled 
workforce.  
 Job enrichment, where a job is modified in such a way that the employee 
has the opportunity to experience achievement, recognition, stimulating 
work, responsibility and advancement. The job is vertically loaded, which 
means more responsibility is added to the job and not necessarily more 
tasks. More responsibilities include tasks that supervisors used to handle in 
the past, which are now included in the employees responsibilities. 
 
Nelson (2005: p.55) stated that autonomy and authority is ranked as one of the 
most important motivators for employees. It creates a foundation of trust and 
respect which is highly valued by employees. The freedom fosters employee 
creativity, resourcefulness and best efforts which in turn results in higher 
performance and increased job satisfaction. Employees will become more 
confident in their own abilities which will lead to better results for the organisation. 
In turn, the employee can be trusted and rewarded with greater assignments and 
responsibilities. 
 
Some people feel rewarded when they receive power.  Power is defined as the 
ability or capacity of one person to produce, consciously or unconsciously, 
intended effects of the behaviour or emotions of another person.  People with a 
power motive are trying to bring about a certain state of affairs. To be able to 
influence other people will drive and motivate them. It is important to bear in mind 
that people are not all driven by the same factors (Pinder, 2008: p.146). 
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2.7.2 The employee value proposition 
 
Brewster et.al (2008: p.132) discussed the term employee value proposition.  This 
is everything an employee experiences within an organisation and it includes 
intrinsic and extrinsic satisfaction, values, ethics and culture.  How well an 
organisation fulfils the needs, expectations and aspirations of employees is also 
included in this term.  Organisations must create an employee value proposition to 
attract new skilled employees and to retain existing talented people. They must 
determine what employees want and include these needs as far as possible into a 
compensation package. 
 
Pinder (2008: p.99) stated that employees want more than just money and job 
security and that achievement, enjoyment, maturity and self-direction are valued 
by employees.  There are also preferences when it comes to gender. Females 
place higher emphasis on being appreciated at work, interpersonal relations and 
communication. A United States study of employees in a unionised environment 
revealed that employees wanted more “say” in their workplaces. They believe that 
greater participation will benefit both their own welfare as well as the prosperity of 
the organisation. 
 
 
2.8 THE INFLUENCE OF EFFECTIVE LEADERSHIP ON PRODUCTIVITY 
AND MOTIVATION 
 
Inspiring a team towards higher levels of performance is one of the key roles of a 
leader. Leaders must be able to inspire and stimulate others to achieve worthwhile 
goals.  The leader must also act as a coach and motivator to recognise team 
member’s achievements and to provide them with feedback with regards to 
unproductive performance. Leaders must ensure team members know what they 
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have to do to improve their performance and he must implement rewards and 
punishment to promote and sustain high-quality performance. Leadership is not 
something you do to people but rather something you do with people (DuBrin, 
2010: pp.2 - 21). 
 
2.8.1 Effective leadership 
 
Robert House developed the path-goal theory of leadership effectiveness. He 
specifies what a leader must do to achieve high productivity and high morale. In 
short, the leader attempts to clarify the path to a goal for a person in order for the 
person to receive personal satisfaction. This person’s job satisfaction and 
performance will simultaneously increase. The leader will choose a leadership 
style and match this leadership style to the situation. The leader must then take 
certain steps to influence performance and satisfaction. Some of these steps 
include providing a structure where high performance and satisfaction is possible. 
He must help group members to clarify their expectations of how effort will lead to 
increased performance and how performance will result in rewards. Leaders must 
also increase opportunities for personal satisfaction if performance is satisfactory 
(DuBrin, 2010: pp.139 - 142). 
 
Deeprose (2003: pp.169 - 170) pointed out that it is not just what leaders do, but 
how they do it that makes a difference in organisational motivation and 
performance. The prevailing leadership style and the ability to be flexible and use 
various leadership styles that match various situations effect employees’ 
enthusiasm, morale and willingness to perform at their best to achieve the 
organisational goals. Leaders must be aware of what their predominant style is, 
and know when the circumstances require them to switch to a different style. The 
ability to do this is linked to a leader’s emotional intelligence. 
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Coetsee (2003: pp.54 - 56) described effective leadership as one of the most 
important prerequisites for the creation of a motivation climate where people can 
perform. In modern times people no longer want to be managed anymore.  They 
want to be lead, facilitated, supported, mentored and convinced rather than being 
controlled. Leadership should therefore focus on the enhancement of 
performance, satisfaction and aligned commitment from employees.  The result of 
a focussed approach is depicted in figure 2.5: 
 
Figure 2.5: Consequences of varying focuses on performance and 
satisfaction 
 
 
Source: Adapted from: Coetsee (2003: p.56) 
 
In the social welfare management style a strong emphasis is on satisfying the 
needs of team members but performance is underemphasised. Managers and 
leaders that want to be popular use this approach. The slack hand management 
style underemphasises both performance and satisfaction. People do not know 
what is expected of them and there is no encouragement to perform.  In the “I say 
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so” management style, the focus is just on performance and people’s needs, 
feelings and attitudes towards their work are ignored.  This style could lead to 
short term productivity improvements, but performance will suffer in the long term. 
In the success style, focus is on satisfaction and on performance.  This style is 
associated with commitment from employees and job satisfaction.  Success can 
therefore be defined as a balance between good performance and satisfied 
employees (Coetsee, 2003: pp.54 – 56). 
 
Capable managers of productive organisations are skilled at finding ways in 
overcoming barriers to productivity. Challenges come in various forms and 
combinations and they threaten the efficiency and effectiveness of organisations. 
Managers must find ways to overcome, neutralise or eliminate obstacles that 
could hinder productivity and productivity improvements (Holzer & Lee, 2004: p.8). 
 
The role of leadership is critical in productivity enhancements and support and 
leadership is required from top management if any productivity and performance 
improvements want to be made. Leaders must place emphasis on motivating 
employees by recognising their needs and providing rewards to fulfil those needs. 
This is done in exchange for employee performance and support. These 
exchange relationships are not long term and might not motivate employees to 
work harder. Leaders must ensure anticipated outcomes are positive and desired 
by employees.  Unattractive outcomes will not result in performance efforts as 
employees have performance-outcome expectancy. Leaders must therefore find 
out want employees really want and ensure reward systems and other forms of 
compensation are consistent with desires (Holzer & Lee, p.2004: 8). 
 
There is no best way to lead people. Each situation is unique and effective leaders 
must realise this. Leadership style must be flexible in an ever changing 
environment and the leadership approach must change based on the demands of 
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the situation. Formal training, mentoring, coaching and challenging work 
assignments can develop the skills of leaders. Emotional intelligence is viewed as 
one of the most important qualities for effective leadership (Zachary & Kuzuhara, 
2005: p.204). 
 
Werner et.al (2007: pp.302 - 303) stated that leadership theory is mostly derived 
from European and American philosophy and research. African leadership needs 
to be developed and at the heart of African leadership is servant-leadership. This 
type of leader perceived everybody as equal, allows participation through open 
deliberations and empathetic listening. They usually work toward consensus, and 
this is reached through compromise, persuasion, discussion, accommodation, 
listening and freedom of speech. African leaders are defined by their followers and 
not by their own characteristics.  
 
2.8.2 Managers versus leaders 
 
Brewster et.al (2008: p.49) drew a clear distinction between managers and 
leaders. Some of the differences are pointed out in table 2.1 below.  
 
Table 2.1: Differences between managers and leaders 
 
Managers Leaders 
Manages people Facilitates relationships 
Plans, organise, lead, control Create a motivating climate 
Problem orientated Opportunity orientated 
Has subordinates Has followers 
Gets people to do things Creates an environment in which 
people want to do things 
Source: Adapted from: Coetsee (2003: p.61) 
 Page 59 
 
Leaders energise people towards new visions and success.  They also influence 
people to strive willingly for group or organisational objectives, and strive for 
improved productivity. They influence followers to bring about change towards a 
desired future for the organisation.  Where managers focus on problems; leaders 
will focus on opportunities. Managers will plan, lead, organise and control, 
whereas leaders will create a motivating climate in which employees can perform 
and be productive.   
 
Coetsee (2003: pp.63 - 72) also discussed management and leadership and 
called it manager-leaders.  He states that successful manager-leaders create 
motivating visions and inspiring goals which followers wish to achieve. They 
generate energy in other people by demonstrating and not just through 
communicating.  Manager-leaders empower their employees by ensuring that they 
have the necessary knowledge and skills to perform their duties.  Manager-leaders 
are lifelong learners and also encourage their followers to develop themselves. 
They also provide growth opportunities and ensure training needs are addressed.  
Successful manager-leaders enjoy what they do and create an environment where 
followers are also able to enjoy and experience job satisfaction. 
 
Manning (2002: pp.13 - 15, pp.79 - 81) stated that a leader’s role is to make a 
business competitive, and that this task is getting more and more difficult. Some 
efficiency gains achieved historically were based on reduced jobs, outsourced 
functions and reduced spending on expenses such as training, research and 
development, promotions and travel. Leadership is intertwined with strategy and 
change and is depicted in figure 2.6: 
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Figure 2.6: Relationship between leadership, strategy and change 
 
 
Source: Adapted from: Manning (2002: p.61) 
 
Leaders must be strategists and change agents. They are measured by their 
ability to choose which actions should be taken and whether they get it done. They 
have to keep their eye on the future and inspire people to change to adapt to 
future strategies. Influence is therefore important with leaders. Sometimes they 
have to point people in a specific direction and push them for results. Most 
organisations have the potential to perform far better than what they currently do, 
but it will be up to leaders to make this happen. 
 
2.9 THE INFLUENCE OF A COMPETENT WORKFORCE ON 
PRODUCTIVITY 
 
Holzer and Lee (2004: p.533) stated that underlying the acquisition of knowledge 
and skills are the basic competencies of reading, writing, computation, listening 
and oral communication skills. It is assumed that people obtain these skills during 
their schooling years, but many people in society are functionally illiterate and 
have not gained these essential competencies. Learning and training results in a 
competent workforce and is vital for productivity improvements. Skills’ training 
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further aims to improve an employee’s ability to learn, to work with others, to adapt 
and to be more productive.  
 
The orientation of education in these times is to mould people to fit into business 
and economics. There is a big drive towards more intellectual knowledge and 
greater specialisation. A knowledge society is created as opposed to a society of 
practical and experimental skills (Clements-Croome, 2000: p.23). 
 
Brewster et.al (2008: p.31, pp.127 - 129) stated that many organisations can 
achieve a competitive advantage by adopting a management style that involves 
employees in the business of the organisation. Human resources are an 
organisational resource which includes knowledge, experience, insight and 
wisdom.  If an organisation aligns its strategy and human resources with the 
environment, it can achieve superior performance.  The Human Resources 
function must therefore assume a bigger role in generating a competitive 
advantage through people by focussing on policies and practises to attract, retain 
and develop people. A shortage of skills exists in many economies and this 
changed the balance of power in this relationship towards the employee. Declining 
birth rates in most countries, combined with baby boomers retiring, will exacerbate 
the shortage of skills. 
 
Pinder (2008: p.8) stated that many organisations are rehiring retired people to 
supplement the ongoing shortage of skills. Demographics show that the employee 
of today is younger and less experienced. However, the average employee is 
better trained and educated when compared to the previous generation. 
Supervisors can gain leverage on the problem of productivity by job-redesign, by 
making careful person-job matches and by utilising training programs. 
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2.9.1 The impact of training 
 
Greenberg and Baron (2003: p.61) defined training as the process through which 
people systematically acquire and improve the skills and knowledge needed to 
improve their job performance.  Training is therefore not only required for new 
employees, but also to upgrade and refine skills of existing employees. Some 
organisations implement skills based pay where people are remunerated for the 
skills they demonstrate.  
 
Vercellotti (2011: p.1) stated that people are the glue that holds organisations 
together, but training and development makes the glue stick. Growth, education 
and up-skilling of the workforce are required for sustainable development, 
especially in today’s world of rapid change. Training is too often reactive, and 
should rather be proactive in identifying areas to be improved. Huge value has 
been found in in-house training programmes as well as external skills 
development programmes. Training often takes the back seat, because the 
benefits of training are not always tangible in the short term.  If training forms part 
of the business objectives, long term benefits will be evident. 
 
Slack, Chambers and Johnston (2004: pp.310 - 311) stated that the nature of 
most jobs has changed over the past number of years. New technologies and a 
changed understanding of how individuals can contribute to competitiveness are 
two of the reasons why these changes took place. Skills flexibility and a flexible 
workforce are therefore becoming more and more important. The fact that a 
flexible workforce can adapt based on circumstances and customer needs, is a 
huge advantage for organisations. People can become multi-skilled in the longer 
term which will provide organisations with the desired flexibility. Defining the 
knowledge and experience required to perform specific tasks and converting these 
into training activities are clearly prerequisites for effective multi-skilling. Payment 
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systems can now be based on skills possessed versus traditional output based 
pay systems.  
 
Robinson (2011: p.1) pointed out that there are four things that equip people to be 
performance ready. These are a base of knowledge acquired largely for tertiary 
and secondary education. The capacity to do a job, the motivation to perform and 
skills that require deliberate practice are the remaining items. Even if people have 
the skills, capacity, motivation and knowledge, and the environment is not 
conducive to their effective performance, no results will be achieved.  
 
Employees have to develop specific competencies if they want to improve their job 
performance. A competency is described as the integration of knowledge, skills 
and attitude to achieve a defined standard in a specific context.  A person 
development plan should be developed for each employee based on his current 
job requirements as well as possible future positions. Training needs are identified 
through the gaps in skills and knowledge between current and desired 
performance. Development needs are identified through gaps between current 
performance and performance required in future positions (Werner et.al, 2007: 
p.115).  
 
Holzer and Lee (2004: p.6) made it clear that productive organisations are a 
function of the development of their employees, and these employees ultimately 
determine the level of productivity. Personnel issues must be highlighted and 
addressed if organisations want to enhance productivity. Productivity is a function 
of motivation and where motivation levels are low, productivity will suffer. Success 
is possible if people are prepared to overcome the barriers to change and 
employees are developed. 
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Deeprose (2003: p.74) stated that it has been fashionable in the past for 
organisations to extract themselves from creating career parts for employees. The 
responsibility for career path development was placed in the hands of the 
employee. This could be feasible only if managers ensure employees have 
information, options and guidance available so they can make good development 
decisions. Employees will become demoralised if they are stuck in their jobs, with 
no prospects for learning something new, addressing new challenges and 
expanding their areas of influence.  Performance will decline if employees become 
demoralised.  
 
When employees learn new skills or concepts, they should be given the 
opportunity to use it. The training received will only act as a motivator for a short 
period. Longer term benefits will arise when employees use these skills. Learning 
new skills and not getting an opportunity to use it will become de-motivating in the 
long term. Frederick Hertzberg’s job enrichment theory could be used to make 
jobs more fulfilling. This includes amongst others, the removal of controls, 
increasing worker accountability and authority and increasing information to 
employees. Job loading where employees are rotated among equally boring tasks 
will not inspire or motivate employees (Deeprose, 2003: pp.76 - 77). 
 
2.9.2 The Skills Development Act 
 
The Skills Development Act was promulgated by the South African government in 
1998 and aims to develop the skills of the South African workforce. It further aims 
to improve productivity in the workplace and the competitiveness of employers and 
to promote self-employment. The workplace should be used as a active learning 
environment to provide opportunities for new entrants to the labour market to gain 
work experience.  The act also aims to improve employment prospects of people 
previously disadvantaged by unfair discrimination and to address those 
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disadvantages through training and education (The Skills Development Act of 
1998).  
 
2.9.3 Skills in South Africa 
 
Roodt (2009: p.1) reported that the level of education amongst South Africans has 
increased significantly over the past ten years. People with a grade eight 
qualification increased from 61,4% in 1997 to  69% in 2007.  People with a grade 
twelve qualification increased from 25,9% in 1997 to 32,7% in 2007.  During 2007 
there were still over two and a half million people without any schooling. He 
concludes by saying the challenge is to ensure that those who received an 
education will find rewarding employment so that they could contribute to society.  
 
2.9.4 Retention of skilled employees 
 
Pinder (2008: p.280) pointed out that there is a cost associated for organisations 
with high staff turnover. Firstly, the employees that leave take with them valuable 
expertise and knowledge that they acquired at the organisation. This is especially 
problematic where they have formed relationships with key customers and 
suppliers. Secondly, there are costs associated with recruiting and placing new 
employees, training them and waiting until the costs they represent are offset by 
the value they contribute to the organisation once they are up to speed.  
 
Retention of key skilled employees is imperative to increased productivity and 
sustained competitive advantage. Talent management is one approach to retain 
key skills and includes workforce planning, talent-gap analysis, recruitment, 
selection, education and development, retention and succession planning. 
Organisations can survive and thrive in today’s increasingly competitive 
 Page 66 
 
environment by assessing talent available and placing the right people in the most 
suitable roles (Brewster et.al, 2008: pp.128 - 129).  
 
Robinson (2011: p.1) was of the opinion that leadership in South Africa is much 
more than just leadership, because of talent management. Leaders and 
organisations have to find, empower and retain talent, but only people with a 
broad based black economic empowerment flavour.  Many experienced people 
that went on retirement are re-entering the business world to coach and mentor 
potential future leaders. 
 
2.10 CONCLUSION 
 
Kinicki and Kreitner (2008: p.148) stated that motivated behaviour is directly 
affected by an individual’s ability and job knowledge or skills, motivation and a 
combination of enabling and limiting job context factors.  Motivated behaviour will 
improve if managers supply employees with adequate resources to complete the 
task. Effective coaching is also necessary and might entail furnishing employees 
with successful role models, guiding employees to complete difficult and complex 
tasks and helping them maintain high self-efficacy and self-esteem.  They 
conclude that motivated behaviour influences performance. 
 
Some of the best-known theories of motivation were analysed in this chapter. 
Each of these theories contributes towards an understanding of motivation in the 
workplace. It was established that there is a direct relationship between motivation 
and productivity, and productivity in South Africa is very low when compared to 
other countries. Low productivity impacts on costs and expenses and 
organisations are not as competitive as they should or could be. Motivating people 
is a short term solution and focus should rather be on creating an environment or 
climate where people can be motivated through various ways.  
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There are a number of factors that contribute to motivation and productivity. The 
socialistic approach of trade unions does not tie up with theories of motivation, but 
these unions play an enormous role in organisations. Remuneration and rewards 
could be used to motivate employees, but this tool is not always available, 
especially where trade unions negotiate wages on behalf of members. Leadership 
fulfil a huge role in inspiring followers to perform and leading the way. 
Organisations should invest in employees and develop them and equip them with 
more skills.  Skilled employees will become more productive. These factors all 
contribute towards improved motivation and enhanced productivity. 
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CHAPTER 3 
 
RESEARCH METHODOLOGY 
 
3.1 INTRODUCTION 
 
Chapter two focussed on the relationship between productivity and motivation and 
also explored various factors that impact on productivity and motivation. The 
objective of this chapter is to describe the research methodology that was used to 
investigate sub-problems one, two, three and four, which are: 
 
Sub-problem one: 
Which factors really motivate people to enhance productivity and are these factors 
similar for employees at various levels in the organisation? 
 
Sub-problem two: 
What is the impact of rewards, leadership and workplace competence on 
productivity? 
  
Sub-problem three: 
Are the same types of rewards equally valued by people on different levels in the 
organisation? 
 
Sub-problem four: 
What role should the Trade Union play to assist the organisation in creating a 
motivating climate to enhance productivity?  
 
This chapter focuses on the research design, the questionnaire as a measuring 
instrument, population and sampling method, an analysis of the survey and the 
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survey response rate.  The biographical information collected during the survey is 
also presented and discussed. When the above mentioned sub-problems are 
addressed, it will result in recommendations that seek to resolve the main 
research problem as well as sub-problem five. The main research problem is: 
 
What strategies should an organisation implement to create a motivating 
climate to enhance productivity?  
 
Sub-problem five: 
How can the results obtained from the main problem and the sub-problems be 
integrated into a strategic model which can be used to create a motivating climate 
to enhance productivity?  
 
3.2 RESEARCH DESIGN 
 
After formulation of the research problem, the research design must be developed. 
Zikmund (2003: p.65) defined research design as a master plan specifying the 
methods and procedures for collecting and analysing the needed information. It is 
a framework that plans the actions for the research project. The objectives of the 
study are included in the design to ensure the information collected is relevant in 
solving the main and sub-problems. Sekaran (2000: p.4) made it clear that 
research provides the needed information that guides managers to make informed 
decisions to successfully deal with problems. 
 
Scientific research is conducted based on a philosophical framework which is 
called a research paradigm. There are two main paradigms found in research, 
namely the positivistic and the phenomenological paradigms (Collis & Hussey, 
2009: p.55). The goal of the positivistic paradigm is to test theories, based on 
empirical research. Large samples are used for the research and it tends to 
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produce quantitative results. Surveys are also often used. Researchers use this 
paradigm to explain or predict phenomena and the relationship between variables 
is used to test theories.  Data is precise and highly specific and the reliability of the 
data is high, which makes it a deductive process.  However, the validity of this 
paradigm is low, as one does not always know whether the instrument measures 
what it is suppose to measure (Collis & Hussey, 2009: p.56).   
 
The phenomenological paradigm emerged in response to criticisms of the 
positivistic paradigm and is not based on previous theories. It delves into the 
nature of a subject and focuses on exploring the complexity of social phenomena 
with a view to gaining interpretive understanding.   Theory will then be formulated 
based on results and outcomes, which makes it an inductive process.  Small 
samples are used, and the data is very rich and subjective. It is a qualitative 
process, which focuses on describing the phenomena (Collis & Hussey, 2009: 
p.57).   
 
The positivistic paradigm was used in this research to test the relationship 
between a motivating climate and productivity.  The use of existing theories 
indicates that it is a quantitative approach, although the trade union involvement 
has not been thoroughly tested in South Africa.  This brings some degree of a 
qualitative approach to the fore.  Data was collected, documented and analysed 
through a questionnaire.  
 
3.3 THE QUESTIONNAIRE AS MEASURING INSTRUMENT 
 
Sekaran (2000: p.251) stated that there are various data collection methods 
available to researchers, such as mail or electronic questionnaires, interviews, 
observational studies and personal questionnaires. Each of these methods has 
advantages and disadvantages. The majority of the population used for this study 
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are factory workers with no access to personal computers. For this reason, 
electronic questionnaires were not considered as a feasible method. Interviews 
would have been very time consuming and face to face interviews have the 
potential of being interviewer bias. Based on the target population, a personal 
questionnaire was decided upon for this study. 
 
Sekaran (2000: pp.235 - 239) pointed out that questionnaire design should focus 
on three points. Firstly, the wording of questions is important. All questions should 
be appropriate, the level of sophistication and language should be suitable and the 
sequence of the questions should be planned. Open ended, ambiguous, leading 
and double barrelled questions should be avoided. All questions should be 
meaningful to the respondents. Secondly, the researcher should plan how 
questions will be categorised, scaled, and coded after it was returned from the 
respondents. Lastly, the general appearance of the questionnaire should be 
acceptable.  
 
Zikmund (2003: p.331) referred to the relevancy of questions, where questions 
and information collected should be relevant to solving the business problem. The 
sequence of the questions is also important. Questions should be sequenced 
randomly to avoid order bias; where all questions relating to a specific variable are 
grouped together (Zikmund, 2003: p.345). 
 
Unless absolutely necessary, questionnaires should be on an anonymous basis. 
Completed questionnaires should be numbered to make capturing of data 
traceable. In organisational surveys, it is advisable to include biographical 
information such as age, gender, educational level, job level and years of service 
at the organisation. This data will assist to describe the sample characteristics 
when the analysis is conducted. It is sensible to provide a range of response 
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options where respondents can indicate their option, rather than asking them to 
write actual numbers (Sekaran 2000: p. 240). 
 
The questionnaire was divided into three sections. Section A consisted of the 
biographical details of the respondent. Section B contained questions regarding 
motivators in the workplace and Section C contained questions regarding 
management practices impacting on motivation and productivity.    
 
The questionnaire was designed to test the theories and variable factors 
discussed in chapter two. Focus was placed on measuring the existence of a 
motivating climate, the impact of rewards, remuneration and recognition, effective 
leadership and the competence of the workforce.  The role of trade unions in 
organisations was also tested. The questionnaire started off with instructions on 
how the questionnaire should be completed. A rating scale that ranges from 
strongly agree to strongly disagree was used.  A personally signed cover letter 
was attached to each questionnaire which indicated the reason for the research, 
the due date for submitting completed questionnaires and a thank you note to 
respondents for their time and contribution.  
 
Collis and Hussey (2009: p.193) provided guidelines with regards to conducting a 
pilot study on the questionnaire before it is distributed.  It may take several drafts 
until the researcher is satisfied with the final document. Zikmund (2003: p.117) 
defined a pilot study as any small scale exploratory research project that uses 
sampling but does not apply rigorous standards.  A pilot study was conducted and 
five questionnaires were handed to employees at various levels in the 
organisation.  The duration to complete the questionnaire was also tested and 
ranged between eight and ten minutes. Some changes were made based on 
feedback received from the five respondents prior to submitting the questionnaire 
to the population.  
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3.4 POPULATION AND SAMPLING 
 
Sekaran (2000: p.266) noted that population refers to the entire group of people 
the researcher wishes to investigate. In this study, the population will be all 
employees at Willard Batteries Port Elizabeth factory. Sekaran (2000: p.267) 
described sampling as a subset of the population. Sampling is also the process of 
selecting a sufficient number of people from the population, so that by studying the 
sample it would be possible to generalise the characteristics to the entire 
population. Zikmund (2003: p.369) stated that conclusions regarding the whole 
population can be made through sampling. 
 
Zikmund (2003: p.379) pointed out that sampling can be done on a probability 
technique or a non-probability technique. In probability sampling every member of 
the population has an equal probability of being selected. In non-probability 
sampling, the probability of any member of the population being selected is 
unknown. It is a technique in which units of the sample are selected on the basis 
of personal judgement or convenience. Convenience sampling, also referred to as 
haphazard or accidental sampling refers to sampling by obtaining respondents 
who are most conveniently available.  Large numbers of questionnaires can be 
obtained quickly and economically through convenience sampling.   
 
Other forms of non-probability sampling include judgement or purpose sampling, 
where an experienced individual selects the sample based on some appropriate 
characteristic of the sample members. Quota sampling is also a non-probability 
sampling technique that ensures that certain characteristics of a population 
sample will be represented to the exact extent that the researcher desires.  
Snowball sampling is a technique in which initial respondents are selected by 
probability methods and additional respondents are obtained from information 
provided by the initial respondents (Zikmund, 2003: pp.379 - 384).  
 Page 74 
 
Zikmund (2003: pp.384 - 389) listed various probability sampling methods.  Simple 
random sampling is a procedure that assures that each element in the population 
has an equal chance of being included in the sample. Systematic sampling is a 
procedure in which an initial starting point is selected by a random process, and 
then every nth  number on the list is selected, for instance every 10th number.  
Stratified sampling is a technique where simple random subsamples are drawn 
from within different strata that are more or less equal on some characteristic. 
Cluster sampling is a process in which the primary sampling unit is not the 
individual element in the population but a great cluster of elements.  
 
Non-probability convenience sampling was utilised for this study. Questionnaires 
were handed to employees occupying the following positions at Willard Batteries 
Port Elizabeth factory: 
 
 Shift Supervisors  
 Shop Stewards  
 Operators 
 Office staff 
 Managers 
 
The sample was proportionately stratified, to attempt to obtain the same 
percentage of respondents from each group of the population.   
 
3.5 ANALYSIS OF SURVEY 
 
A coding system was used to identify the variables and to identify the research 
questionnaire statements.  All individual responses were captured on an Excel 
spreadsheet.  
 
 Page 75 
 
Validity of the questions on the questionnaire is important and measures the 
extent to which the research findings accurately represent what is happening in 
the situation, and whether the data collected is a true picture of what is being 
researched (Collis & Hussey, 2009: p.204).  Zikmund (2003: p.302) described 
validity as the ability of a scale or measuring instrument to measure what it is 
intended to measure. There are three basic approaches to evaluate validity. 
Criterion validity is the ability of a measure to correlate with other measures used 
for the same factors. Construct validity is the ability of a measure to confirm a 
network of related hypotheses generated from a theory based on certain 
concepts. Face or content validity refers to a subjective agreement between 
professionals that a scale logically appears to accurately measure what is it 
intended to measure.  
 
Face or content validity was utilised to test validity of the questionnaire. The 
questionnaire was subjected to senior manager scrutiny and the conclusion can 
therefore be drawn that validity was achieved. 
 
The population size at Willard Batteries was three hundred and seventy nine 
employees. A total of one hundred and ten questionnaires were distributed by 
means of the non-probability convenience sampling method. By the closing date, 
seventy-two completed questionnaires were returned. The ratio represents a 
response rate of sixty-five percent. The seventy-two completed questionnaires 
represent nineteen percent of the total population. Based on these facts, it can be 
accepted that the sample is representative. The response rate is depicted in table 
3.1: 
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Table 3.1: Response rate 
 
 Responses Percentage 
Returns 72 65% 
Non-returns 38 35% 
TOTAL 110 100% 
Source: Survey questionnaire, section A 
 
Table 3.2 below illustrates the age groups of the respondents. Seventy-four 
percent of the respondents are in the age group between forty and fifty-nine years 
of age. Only eighteen of the seventy-two respondents - twenty-five percent - are 
below thirty-nine years of age. 
 
Table 3.2: Age of Respondents 
 
Age Group Number of respondents 
Percentage of 
respondents 
Under 20 years 0 0% 
20-29 years 6 8% 
30-39 years 12 17% 
40-49 years 31 43% 
50-59 years 22 31% 
Older than 60 years 1 1% 
TOTAL 72 100% 
Source: Survey questionnaire, section A 
 
Eighty-two percent of the population are male employees and eighteen percent 
are female employees. Seventy-nine percent of the respondents were male and 
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twenty-one percent were female. It can be concluded that the respondents are in 
proportion representative of the population at Willard Batteries. The results of the 
respondents are shown in table 3.3 below.  
 
Table 3.3: Gender of Respondents 
 
 Responses Percentage 
Male 57 79% 
Female 15 21% 
TOTAL 72 100% 
Source: Survey questionnaire, section A 
 
Forty-one of the respondents were at operator level, twenty respondents from the 
office staff, five respondents at supervisory level and the remaining six 
respondents at managerial level.  It can be concluded that the respondents are 
fairly representative of the various levels within the organisation. Table 3.4 below 
presents the levels of all respondents. 
 
Table 3.4: Job level of Respondents 
 
 Responses Percentage 
Operator 41 57% 
Office staff 20 28% 
Supervisor 5 7% 
Manager 6 8% 
TOTAL 72 100% 
Source: Survey questionnaire, section A 
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Only five of the seventy-two respondents have less than three years service. 
Thirty-nine percent of all the respondents have less than ten years service and 
sixty-one percent have longer than eleven years of service. Forty-seven percent 
of the sixty-one percent have more than twenty years of service. The long service 
could be indicative of low staff turnover of the organisation. The results of the 
length of service of respondents are exhibited in table 3.5 below.  
 
Table 3.5: Length of service of Respondents 
 
 Responses Percentage 
Less than 3 years 5 7% 
3 to 5 years 10 14% 
6 to 10 years 13 18% 
11 to 20 years 10 14% 
More than 20 years 34 47% 
TOTAL 72 100% 
Source: Survey questionnaire, section A 
 
Thirty-six percent of the respondents hold a qualification lower than grade twelve. 
Thirty-two percent hold a grade twelve qualification and thirty-two percent hold a 
tertiary qualification. The qualification levels of the respondents are depicted in 
table 3.6. 
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Table 3.6: Level of qualification of respondents 
 
 Responses Percentage 
Lower than grade 12 26 36% 
Grade 12 23 32% 
Tertiary qualification 23 32% 
TOTAL 72 100% 
 Source: Survey questionnaire, section A 
 
Forty-three of the seventy-two respondents are trade union members and twenty-
nine are not trade union members. Taking into account that seventy percent of the 
population belong to the trade union, and the questionnaires were distributed on a 
non-probability convenience sampling method where approximately eighty percent 
of the questionnaires were handed to trade union members, one can conclude 
that the majority of the employees that did not respond to the questionnaire must 
have been trade union members. The results are shown in table 3.7. 
 
Table 3.7: Trade union membership 
 
 Responses Percentage 
Trade union member 43 60% 
Non-trade union 29 40% 
TOTAL 72 100% 
 Source: Survey questionnaire, section A 
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3.6 CONCLUSION 
 
In chapter three the research methodology used during the research study was 
presented. The chapter focussed on the research design, the questionnaire as 
measuring instrument, population and sampling method, an analysis of the survey 
and the survey response rate.  The biographical information collected during the 
survey is also presented and discussed. 
 
In chapter four, the results obtained from the remaining sections of the 
questionnaire are presented and discussed.  
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CHAPTER 4 
 
ANALYSIS, INTERPRETATION AND  
DISCUSSION OF THE RESEARCH RESULTS 
 
4.1 INTRODUCTION 
 
In chapter three the research methodology and the biographical details of the 
respondents were discussed. In chapter four the research results are analysed, 
interpreted and discussed. The questionnaire was designed to evaluate the 
following: 
 The extent to which a motivating climate exists in the organisation,  
 the impact of rewards, remuneration and recognition on motivation and 
productivity,  
 the impact of leadership in creating a motivating climate,  
 and the impact of workforce competence on motivation and productivity.  
The different views between trade union members and non-trade union members 
are also highlighted in this chapter. Data is organised and discussed according to 
these sections and results are presented in tables. Each table indicates the 
number of respondents and the percentage of respondents for each statement or 
question in the questionnaire. 
 
4.2 A MOTIVATING CLIMATE 
 
Seven of the thirty questions were formulated to measure the extent to which a 
motivating climate exists within Willard Batteries. Coetsee (2003: p.2) highlighted 
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the importance of a motivating climate to enhance motivation and commitment and 
to ultimately improve productivity and performance. The results are presented in 
table 4.1 below.  
Table 4.1: Evidence of a motivating climate 
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B1 I am motivated by goals and targets. 
34 
47% 
31 
43% 
3 
4% 
4 
6% 
0 
0% 
B6 
I am motivated when I can use my own 
initiative. 
37 
51% 
30 
42% 
2 
3% 
3 
4% 
0 
0% 
B13 I am motivated in my workplace. 
17 
23% 
35 
49% 
6 
8% 
12 
17% 
2 
3% 
C1 Productivity is measured in our organisation. 
22 
30% 
33 
46% 
8 
11% 
7 
10% 
2 
3% 
C4 
I am involved in setting my own performance 
targets. 
15 
21% 
32 
44% 
8 
11% 
15 
21% 
2 
3% 
C10 
My manager or supervisor often uses fear or 
threats to try to motivate me. 
3 
4% 
13 
18% 
6 
8% 
35 
49% 
15 
21% 
C15 
Performance targets are displayed all over 
the workplace. 
7 
10% 
21 
29% 
12 
17% 
29 
40% 
3 
4% 
Source: Survey questionnaire, section B 
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On the first question (B1), ninety percent of the respondents agree and strongly 
agree that they are motivated by goals and targets. Only four respondents 
disagreed with the statement. The four respondents are not trade union members; 
they are all male and two are at managerial level, one at supervisory level and one 
at office staff level. Two of the four people hold a tertiary qualification. All the union 
members and employees at lower levels of the organisation indicated that they are 
motivated by goals and targets. Greenberg & Baron (2003: pp.196 - 199) pointed 
out that goals play an important role in determining behaviour and that work 
behaviour and performance is directed by goals.   
 
Ninety-three percent of the respondents indicated in question B6 that they are 
motivated when they can use their own initiative. Only three respondents indicated 
that they are not motivated when they can use their own initiative.  It is important 
to note that two of these respondents are at office staff level and one at 
managerial level.  All three respondents hold a tertiary qualification. Greenberg & 
Baron (2003: pp.535 - 537) discussed the advantages of employee creativity and 
innovation and the fact that it could give the organisation a competitive advantage. 
Deeprose (2003: pp.118 - 128) pointed out that employees should be involved and 
by letting employees use their initiative, they gain some control.  He further stated 
that this will assist in creating a motivating climate.   
 
The majority of the employees indicated in question B13 that they feel motivated 
in their respective workplaces. However, twenty percent indicated that they are not 
motivated and a further eight percent were uncertain about this statement. It is 
important to note that the majority of these unmotivated employees are in the age 
group between forty and fifty-nine years and have more than twenty years of 
service. Two of the six managers and one of the five supervisors indicated that 
they were not motivated; all other unmotivated respondents are at operator and 
office staff level. 
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In chapter two the importance of measurements to improve productivity and to 
reduce costs was pointed out by Deo and Strong (2000). Holzer and Lee (2004: 
p.33) stated that good performance management systems provide managers with 
sufficient information to make informed decisions. Pinder (2008: p.6) pointed out 
that regardless of how productivity is measured; an increase in productivity over a 
period is encouraging. Seventy-six percent of the respondents indicated in 
question C1 that productivity is measured at Willard Batteries. Five of the six 
managers and two of the five supervisors indicated that productivity is not 
measured at Willard Batteries.  
 
In question C4, only sixty-five percent of the respondents indicated that they are 
involved in setting up their own performance targets. Twenty-four percent – 
seventeen respondents - disagree with this statements and a further eleven 
percent is uncertain about the statement. Twelve of the seventeen respondents 
who indicated that they are not involved in setting up their own performance 
targets are at office staff, supervisory and managerial levels. Greenberg & Baron 
(2003: pp.199 - 200) pointed out that goals are usually better accepted if there 
was participation between employee and superior. In addition, participation results 
in higher performance levels whereas goals that were not accepted will have little 
influence over behaviour.  
 
Seventy percent of respondents revealed in question C10 that their managers and 
supervisors do not use fear or threats to try to motivate them.  There is however 
twenty-two percent - sixteen respondents - that indicated fear and threats are 
actually used and eight percent of the respondents were uncertain about the 
statement.  Eleven of the sixteen respondents that indicated that fear and threats 
are used, are non union members. Three of the six managers and two of the five 
supervisors are of the opinion that fear and threats are often used to try to 
motivate people.  Coetsee (2003: p.2) stated that the absence of a motivating 
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climate is characterised by an over managed and controlling climate with too many 
rules, regulations, restrictions, bureaucracy and punitive behaviour.  
 
Greenberg & Baron (2003: pp.199 - 200) stressed the importance of feedback on 
goals, and suggested that performance is usually enhanced when goals are 
associated with complete, timely and accurate feedback on progress on the goals.  
Coetsee (2003: p.114) stated that feedback is extremely important in creating a 
motivating climate, because feedback on goals and targets reinforces the effort-
performance relationship.  Only thirty-nine percent of all respondents agree in 
question C15 that performance targets are displayed in the workplace.  Seventeen 
percent are uncertain and forty-four percent disagree with this statement. Three of 
the five supervisors and three of the six managers are of the opinion that targets 
are not displayed in the workplace.  This shows a relationship with question C2 
where the comparable level of respondents indicated that productivity is not 
measured in the organisation. Twelve of the forty-four respondents that are 
uncertain, disagree or strongly disagree that performance targets are displayed in 
the workplace, are office staff. This is equal to twenty-seven percent where office 
staff comprised twenty-eight percent of the population. 
 
4.3 THE IMPACT OF REWARDS, REMUNERATION AND RECOGNITION 
 
Deeprose (2003: pp.115 - 116) stated that anticipating rewards helps to drive 
performance and where no rewards are expected, performance will decrease. 
Nine of the thirty questions were formulated to measure the impact of rewards, 
remuneration and recognition at Willard Batteries.  The results are presented in 
table 4.2.  
 
 
 
 Page 86 
 
Table 4.2: The impact of rewards, remuneration and recognition 
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B2 
I am motivated by training and development 
opportunities. 
35 
49% 
24 
33% 
5 
7% 
8 
11% 
0 
0% 
B5 
I am motivated when there are potential 
promotional opportunities. 
27 
38% 
30 
42% 
6 
8% 
8 
11% 
1 
1% 
B7 
It is better for the entire team to be praised 
when targets are met, even if I made the 
biggest contribution. 
44 
61% 
23 
32% 
0 
0% 
4 
6% 
1 
1% 
B9 
A voucher for the canteen is just as good as 
an incentive bonus. 
6 
8% 
12 
17% 
4 
6% 
31 
43% 
19 
26% 
B11 
Rewards for good performance should be 
based on what I actually want. 
15 
21% 
32 
44% 
8 
11% 
15 
21% 
2 
3% 
B14 
My superior and I discuss my training and 
development needs on a regular basis. 
12 
17% 
19 
26% 
7 
10% 
29 
40% 
5 
7% 
C3 
Higher productivity should be rewarded with 
incentive and production bonuses. 
37 
52% 
25 
35% 
1 
1% 
6 
8% 
3 
4% 
C7 
The entire team should share the 
performance bonus equally. 
35 
49% 
30 
41% 
2 
3% 
5 
7% 
0 
0% 
C9 
The same percentage wage increase for 
everyone is better than increases based on 
individual performance. 
25 
36% 
14 
19% 
3 
4% 
19 
26% 
11 
15% 
Source: Survey questionnaire, section B 
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In question B2, fifty-nine of the seventy-two respondents indicated that they are 
motivated by training and development opportunities. Five respondents were 
uncertain about the statement and eight disagreed with the statement. Of the eight 
people that disagreed with the statement, one respondent has less than a grade 
twelve qualification; one has a grade twelve qualification and six hold a tertiary 
qualification. Five of the aforementioned respondents are not members of the 
trade union. Nelson (2005: p.75) pointed out that training and development 
opportunities are a highly valuable intangible form of recognition.  
 
Fifty-seven of the seventy-two respondents agree or strongly agree in question B5 
that potential promotional opportunities motivate them. Six were uncertain, eight 
disagree and one strongly disagrees. Of the nine people that disagree with the 
statement, five hold a tertiary qualification; two have grade twelve qualifications 
and two have less than a grade twelve qualification. Two of the nine are at 
managerial level, one at supervisory level, four at office staff level and two 
operators. Seven of the nine respondents are older than forty years, of which 
three are older than fifty years.  Coetsee (2003: pp.155 - 168) highlighted that in 
traditional remuneration models, job grades are linked to remuneration scales.  
Therefore, the only way to reward excellence performance would then be to 
promote an employee.  Pinder (2008: p.207) pointed out that job design could 
motivate employees.  Jobs could be traded with other employees to increase 
stimulation.  
 
Forty-four of the seventy-two respondents strongly agree, and twenty-three agree 
in question B7 that the entire team should be praised when targets are met, even 
if the individual made the biggest contribution.  Only four respondents disagree 
with the statement, one strongly disagrees and none were uncertain about the 
statement. Of the five respondents that do not agree with the statement, four are 
trade union members. Four of the five also hold a tertiary qualification and the fifth 
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respondents have less than a grade twelve qualification. Only one of the 
respondents that disagree is at operator level, three at office staff level and one 
supervisor. It was highlighted in chapter two that Kinicki and Kreitner (2008: p.74) 
mentioned that people are often torn between what they want and what the group 
wants. People belonging to the trade union submit their own wishes and goals to 
those of the trade union.  
 
Only eighteen of the seventy-two respondents agree or strongly agree with 
statement B9 that a voucher in the canteen is just as good as an incentive bonus. 
Sixty-nine percent disagree or strongly disagree with the statement. Deeprose 
(2003: p.149) highlighted the influence that money has on job behaviour.  Money 
is required to meet basic needs of people, which is evident in Maslow’s needs 
hierarchy. Gerber, Nel and van Dyk (1999: pp.185 - 191) pointed out the 
importance of money as a motivator in South Africa where the bulk of the 
workforce comes from the lowest socioeconomic levels of society. Eleven of the 
eighteen respondents that do not agree with the statement are at operator level.   
 
Statement B11 tests whether employees want to be involved in determining 
rewards for good performance. Thirty-seven respondents agreed with the principle 
and eleven were uncertain. Twenty-four respondents indicated that do not feel that 
rewards for good performance should be based on what they prefer. Of the 
twenty-four, only two were female.  These results are confirming the views of 
Pinder (2008: 99), where he stated that there are specific preferences when it 
comes to gender, and where females place higher value on specific things. The 
results are also in line with comments by Brewster et.al (2008: p.132) where they 
stated that employers must find out what employees want, and include that in their 
compensation packages.  
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Thirty-one of the seventy-two respondents indicated in question B14 that their 
superiors discuss their training needs on a regular basis. More than half of the 
respondents disagree or strongly disagree with the statement. Deeprose (2003: 
p.74) emphasised the fact that managers should make employees responsible for 
creating their own career paths, but should ensure that employees have 
information available to make good development decisions.  He added that 
employees will become demoralised if they are stuck in their jobs with no prospect 
of learning something new.  
 
Eighty-seven percent – sixty-two of the seventy-two respondents – indicated in 
question C3 that higher productivity should be rewarded with incentive and 
production bonuses. Only nine respondents disagree with the statement. Of the 
nine respondents, two are at managerial level, three at office staff level and the 
remaining four at operator level. Eight of the nine were males, and four of the nine 
hold a tertiary qualification. These findings are aligned with the comments of 
Coetsee (2003: pp.153 - 154) where he stated that employees want to know what 
they will be getting for their efforts, and that they expect their performance to be 
recognised and rewarded.  People generally do not link annual salary increases to 
extra efforts to enhanced productivity. The expectancy theory is also based on the 
premise that good performance, followed by recognition and rewards, will result in 
enhanced effort.  
 
Ninety percent of the respondents agree or strongly agree in statement C7 that 
the entire team should share the performance bonus equally. Only five 
respondents disagree with the statement. Four of the five are trade union 
members and the average age of the five respondents is below forty years.  These 
results could be linked back to the comments by Rust (2001: pp.63 - 64) where he 
pointed out that trade unions deem all members equal and that merit is not a base 
for recognition. The fact that a younger generation disagree with the statement is 
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also in line with remarks by Rust (2001: pp.63 - 64) that younger trade union 
members are starting to question the purpose of trade unions, as they become 
aware of practices such as profit sharing, incentive bonuses and merit payments.   
 
Coetsee (2003: pp.155 - 168) stated that progressive organisations are moving 
away from the traditional approach of equal pay for equal work. Remuneration is 
determined by contributions of individuals and teams. He adds that if 
organisations are serious about creating a motivating climate, then rewards should 
be linked to performance and not to a job grade. Only fifty-five percent of the 
respondents in question C9 agree or strongly agree that the same percentage 
wage increase for everyone is better than increases based on individual 
performance. Forty-one percent disagree or strongly disagree with the statement. 
Surprisingly, seventeen of the thirty respondents that feel the same percentage 
wage increase should be applicable to everyone are not trade union members.  
 
4.4 THE IMPACT OF LEADERSHIP 
 
Coetsee (2003: pp.54 - 56) described effective leadership as one of the most 
important prerequisites for the creation of a motivating climate where employees 
have the opportunity to perform.  Five of the thirty questions were therefore 
formulated to measure the impact of leadership at Willard Batteries.  The results 
are presented in table 4.3.  
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Table 4.3: The impact of leadership 
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B4 
I prefer my manager or supervisor to lead me 
and not to manage and control me. 
37 
52% 
26 
36% 
3 
4% 
3 
4% 
3 
4% 
B12 
My manager or supervisor encourages me all 
the time to improve my performance. 
14 
19% 
27 
38% 
8 
11% 
19 
26% 
4 
6% 
C5 
I receive continuous feedback from my 
supervisor or manager. 
14 
19% 
35 
49% 
6 
8% 
15 
21% 
2 
3% 
C11 
Leadership style is important to ensure 
motivation and performance. 
40 
56% 
31 
43% 
1 
1% 
0 
0% 
0 
0% 
C14 
Management always acknowledges and 
rewards good performance.  
6 
8% 
23 
32% 
6 
8% 
28 
39% 
9 
13% 
Source: Survey questionnaire, section B 
 
Eighty-eight percent of respondents indicated in question B4 that they prefered to 
be led as opposed to being managed or controlled. Only six respondents disagree 
or strongly disagree with the statement. These results are in accordance with 
Coetsee (2003: pp.54 - 56) where he pointed out that people want to be led, 
facilitated, supported, mentored and convinced rather than being controlled and 
managed. Werner et.al (2007: pp.302 - 303) referred to African leadership where 
participation is allowed through open discussions and empathetic listening. In this 
style, compromise, freedom of speech and accommodation is evident.  
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Twenty-three or thirty-two percent of the respondents disagree or strongly 
disagree with statement B12 that their manager or supervisor encourages them to 
improve their performance. Coetsee (2003: pp.54 - 56) referred to a slack hand 
management style where not enough focus is on performance and satisfaction. 
People should know what is expected of them and they should be encouraged to 
perform. DuBrin (2010: pp.139 - 142) noted that leaders must take definite steps 
to influence performance and satisfaction.  
 
DuBrin (2010: pp.2 - 21) further asserts that leaders must provide team members 
with feedback with regards to performance. Rewards and punishment must be 
used to encourage and sustain good performance.  Leaders should help 
employees to clarify their understanding of how effort will result in increased 
performance and how enhanced performance will lead to favourable rewards. 
Only sixty eight percent of respondents agree or strongly agree in question C5 
that managers and supervisors provide continuous feedback on performance.  
Ninety nine percent - seventy one of the seventy two respondents - are of the 
opinion in question C 11 that leadership style is important to ensure motivation 
and performance. Only one person was uncertain about the question.  
 
Various authors have pointed out the importance of leadership style and the 
impact of a leadership style on performance and productivity.  Deeprose (2003: 
pp.169 - 170) stated that the existing leadership style and the ability to be flexible 
and use various leadership styles impacts on employees’ willingness to perform. 
Zachary and Kuzuhara (2005: p.204) pointed out that each situation is unique and 
leadership styles must therefore be flexible in an ever changing environment.  
Capable managers are skilled in finding various ways to overcome barriers to 
productivity (Holzer & Lee, 2004: p.8).  
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Only forty percent of the respondents strongly agree or agree with statement C14 
that management acknowledges and rewards good performance. More than half 
of the respondents did not agree with the statement. Holzer and Lee (2004: p.8) 
described an exchange relationship where employees exchange performance for 
rewards. Leaders have to ensure anticipated outcomes are positive and valued by 
employees. Unattractive outcomes will not result in performance efforts due to the 
performance-outcome expectancy. DuBrin (2010: pp.2 - 21) highlighted the fact 
that leaders must recognise team member’s achievements and reward superior 
performance but at the same time stated that poor performance should be 
corrected with punishment.  
 
4.5 THE IMPACT OF WORKFORCE COMPETENCE 
 
Werner et.al (2007: p.115) stated that employees have to develop specific 
competencies if they want to improve their job performance. Holzer and Lee 
(2004: p.533) emphasised the fact that learning and training results in a 
competent workforce which is vital for productivity improvements. Four of the thirty 
questions were therefore formulated to measure the level of skills and the 
existence of a competent workforce at Willard Batteries.  The results are 
presented in table 4.4.  
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Table 4.4: Impact of workforce competence 
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B15 I am satisfied with my current skill level. 
5 
7% 
18 
25% 
6 
8% 
34 
47% 
9 
13% 
C2 
Skills development is a high focus area in our 
organisation. 
10 
14% 
29 
40% 
9 
13% 
21 
29% 
3 
4% 
C6 I am multi-skilled to perform various tasks. 
28 
39% 
32 
44% 
4 
6% 
7 
10% 
1 
1% 
C12 
I would be able to perform better if I had more 
skills. 
34 
47% 
31 
43% 
2 
3% 
5 
7% 
0 
0% 
Source: Survey questionnaire, section B 
 
Question B 15 tests whether employees were satisfied with their current skills 
levels. Sixty percent of respondents disagree or strongly disagree with statement 
B15. Only twenty-three of the seventy-two respondents are content with their 
current skills level. With the exception of one respondent, these are all at operator 
and office staff level. Only one of the five supervisors was not satisfied with his 
skills level. All six managers were satisfied with their existing skills level.  
 
Productive organisations are a function of the development of their employees, 
and these employees ultimately determine levels of productivity (Holzer & Lee, 
2004: p.6). Only fifty four percent of respondents agree or strongly agree in 
statement C2 that skills development is a focus area in the organisation. Thirty-
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three respondents are either uncertain, disagree or strongly disagree of which only 
five are female employees.  Fifteen of the twenty-three respondents with a tertiary 
qualification disagree or strongly disagree with the statement.  
 
Greenberg and Baron (2003: p.61) defined training as a process through which 
people obtain and improve their skills and knowledge to ultimately improve their 
performance. Training is therefore required for new and existing employees. 
Robinson (2011: p.1) stated that the environment must be conducive for 
employees to use their skills and improve their performance. Eighty three percent 
of respondents agree or strongly agree with statement C6 that they are multi-
skilled to perform various tasks. Only eleven percent did not agree and six percent 
were uncertain. 
 
Ninety percent of the respondents indicated in statement C 12 that they would be 
able to perform better if they had more skills. Of the ninety percent, forty-seven 
strongly agreed with the statement. The respondents that disagreed with the 
statement are all male employees and are all above the age of forty years.   Slack, 
Chambers and Johnston (2004: pp.310 - 311) highlighted that fact that new 
technologies changed how individuals can contribute to competiveness.  Skills 
flexibility and a flexible workforce are becoming very important for organisations. 
Clements-Croome (2000: p.23) pointed out that there is a big drive towards 
intellectual knowledge and greater specialisation, where a knowledge society is 
created opposed to a society of practical and experimental skills.  Pinder (2008: 
p.8) observed that many organisations rehire retired employees to fill the ongoing 
skills shortage. 
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4.6 THE IMPACT OF TRADE UNIONS 
 
Bryson (2001: p.92) pointed out that trade unions have power in the workplace 
based on their ability to disrupt the supply of labour to ultimately achieve their 
members’ interests.  Five of the thirty questions were therefore formulated to 
measure the impact of trade unions at Willard Batteries.  The results are 
presented in table 4.5 below.  
 
Table 4.5: Impact of trade unions 
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B3 
There is a good relationship between the 
trade union and management. 
2 
3% 
11 
15% 
30 
42% 
23 
32% 
6 
8% 
B8 
The trade union can assist to improve 
productivity. 
26 
36% 
34 
47% 
7 
10% 
4 
6% 
1 
1% 
B10 
The trade union should negotiate and 
approve rewards for good performance. 
19 
26% 
30 
42% 
13 
18% 
8 
11% 
2 
3% 
C8 
The trade union must be involved in setting 
performance standards. 
20 
28% 
28 
39% 
11 
15% 
11 
15% 
2 
3% 
C13 
The trade union always ensures we receive 
rewards when we have performed well. 
5 
7% 
13 
18% 
13 
18% 
29 
40% 
12 
17% 
Source: Survey questionnaire, section B 
 
Only eighteen percent – thirteen employees - of the respondents are of the 
opinion in statement B3 that there is a good relationship between the trade union 
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and management.  Ethical Trading Initiative (2010: p.1) stated that when trade 
unions and employers work together, trust and commitment is obtained which 
ensures that problems are resolved promptly. A good relationship results in 
significant productivity benefits for organisations. Forty-two percent were uncertain 
and forty percent either disagree or strongly disagree with the statement. Ten of 
the thirteen employees whom were of the opinion that there is a good relationship 
between the trade union and management have more than twenty years service 
with Willard Batteries. 
 
Ethical Trading Initiative (2010: p.1) further stated that trade unions can assist to 
build a motivating climate where employees are better skilled and which will result 
in a more committed and productive workforce. Eighty-three percent of the 
respondents agree or strongly agree with statement B8 that the trade union can 
assist to improve productivity.  The five respondents that disagree or strongly 
disagree with the statement are not trade union members. Four of the five hold a 
tertiary qualification and one employee have a grade twelve qualification. 
 
Rust (2001: pp.59 - 60) pointed out that shop stewards and union officials use 
collective bargaining to negotiate on behalf of their members.  Sixty-eight percent 
of respondents agree or strongly agree in statement B10 that the trade union 
should be involved in negotiating and approving rewards utilised for good 
performance. Only ten respondents disagree or strongly disagree with the 
statement, of which nine are male. Pinder (2008: 99) was of the opinion that there 
are preferences when it comes to gender. Males and females will place different 
emphasis on the same outcomes. Six of the abovementioned ten respondents are 
younger than forty years of age. Five of the ten are not trade union members are 
five are trade union members. Two of the five trade union members hold a tertiary 
qualification and a further two hold a grade twelve qualification.  Buhlungu (2006: 
p.25) stated that trade union numbers are declining due to the changing needs of 
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skilled workers versus trade union members in the 1980’s. Skilled workers want to 
take responsibility for their future in their own hands. 
 
Sixty-seven percent of the respondents indicated in statement C8 that the trade 
union should be involved in setting performance standards.  Thompson (2010: 
p.45) revealed that a recent trend in South Africa was where employers allowed 
board and committee representation by trade unions in a meaningful way. This 
drives productivity and long term sustainability.  Only thirteen respondents did not 
agree with the statement, of which twelve of the thirteen are male respondents. All 
respondents hold either a grade twelve qualification or a tertiary qualification, with 
the exception of three respondents which have less than a grade twelve 
qualification. 
 
Where trade unions are present, and where they have the power to challenge 
employers, trust in managers is significantly higher. Trade unions can therefore 
hold managers accountable for their behaviour (Buhlungu, 2006: p.25). Only 
twenty-five percent of the respondents are of the view in statement C13 that the 
trade union plays a role to ensure employees receive rewards when they have 
performed well. Forty-seven percent - forty one respondents - disagree or strongly 
disagree with the statement. Only seven of the forty-one are female employees.  
Twenty-one of the forty-one respondents are trade union members.  Twenty-six of 
the forty-one employees have either a grade twelve or a tertiary qualification. 
 
4.7 CONCLUSION 
 
The research findings were analysed, interpreted and discussed in chapter four.  
The results will be used to draw final conclusions and to make recommendations 
in the next chapter. The differing views between trade union members and non-
trade union members were also highlighted in this chapter. Many of the theories, 
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statements and principles discussed in chapter two correspond with the responses 
from the population. 
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CHAPTER 5 
 
 CONCLUSIONS AND RECOMMENDATIONS 
 
5.1 INTRODUCTION 
 
The results of the empirical study were discussed in chapter four. Conclusions 
based on a comparison between the literature study and the empirical study are 
outlined and discussed in chapter five. The difficulties and limitations experienced 
during the research period are also highlighted. Strategies are recommended to 
create a motivating climate where enhanced productivity is possible. Finally, 
suggestions for future research opportunities are considered.  
 
5.2 CONCLUSIONS 
 
The conclusions drawn based on the comparison between the literature study and 
the empirical study are discussed in accordance with the sub-sections of the 
empirical study. 
 
5.2.1 A motivating climate 
 
The majority of the employees are motivated by goals and targets. It is significant 
that three of the four respondents that were not motivated by goals and targets are 
either managers or supervisors.  Employees at this level in the organisation should 
be setting goals and targets for their subordinates and if they are not driven by 
goals and targets, they might not voluntary use it as a tool to motivate their staff.  
Based on the results from the empirical study, one can also conclude that the 
majority of the workforce is motivated when they can use their own initiative.  
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Results further indicated that the younger respondents are more motivated than 
their older colleagues. Three of the eleven managers and supervisors indicated 
that they were not motivated. This is alarming as these are the people that should 
create the motivating environment where people can perform efficiently. 
 
Respondents at the operator and office staff level think productivity is measured in 
the organisation, whereas managers and supervisors believe that it is not 
measured. It is therefore possible that some measurements are conducted, but 
managers and supervisors believe that it is not in support of productivity 
improvements. If supervisors and managers do not measure the correct key 
indicators, very little improvements in productivity and associated cost reductions 
will be achieved.   
 
Employees at more senior levels and non-union member’s believe that fear and 
threats are used in the organisation in attempting to motivate employees. Five of 
the eleven supervisors and managers responded that fear and threats are used in 
the workplace. The culture in the organisation or the management style might lead 
to these beliefs. With twenty-two percent of employees indicating that fear and 
threats are used, one can conclude that managers and supervisors use the same 
approach on their subordinates. This behaviour is evident of the absence of a 
motivating climate.  
 
5.2.2 Impact of rewards, remuneration and recognition 
 
From the study it can be concluded that the majority of employees on lower levels 
of the organisation are motivated by training and development opportunities.  Six 
of the eight employees that did not view training and development as a motivator, 
hold a tertiary qualification. Training and development opportunities will therefore 
not be effective when used to motivate qualified employees. 
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The same trend was observed with regards to promotional opportunities. Higher 
qualified employees were not motivated by potential promotional opportunities and 
these employees are also mainly in supervisory and managerial positions. This 
could mean that these employees are content in their current positions but when 
the above-mentioned conclusions are taken into account, one can further 
conclude that the responses are negative due to the low motivational levels of the 
managers and supervisors. Employees at lower levels are certainly motivated by 
promotional opportunities. 
 
Only five respondents believe that individuals and not the entire team should be 
recognised for good performance. Four of these respondents hold a tertiary 
qualification. A conclusion can be drawn that employees with lower qualification 
levels, including non-trade union members, prefer to be recognised as a team 
when targets are achieved and not as individuals. The same conclusion can be 
drawn with regards to incentive bonuses. The majority of respondents indicated 
that performance bonuses should be shared equally, and not based on good 
performance. It is obvious that the collectivist approach plays a key role in the 
organisation. The preference of younger trade union members where they favour 
to be recognised for their own efforts and performance must be considered. 
 
Employees value money as an incentive more than any other alternatives to 
money, such as a voucher in a canteen. One can further conclude that employees 
want to be involved in determining rewards for good performance and that these 
preferred rewards will differ based on gender.  Respondents indicated that they do 
expect some recognition or reward when performance targets were achieved.  
 
Almost half of the respondents are not in agreement that the same percentage 
wage increase should be applicable to all employees.  One can conclude that 
employees want wage increases to be linked to individual performance. This 
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corresponds with theories from the literature study, but is in contradiction with 
trade union objectives. This conclusion questions the purpose of trade unions and 
the role that they will fulfil in the future.  
 
5.2.3 Impact of leadership 
 
The research stressed the importance of leadership and the impact of leadership 
on performance and motivation. One can therefore recognize that leadership style 
plays a critical role to ensure motivation and enhanced performance.  Employees 
do not want to be managed in traditional ways, but prefer to be lead by their 
managers and supervisors. One can conclude that managers and supervisors are 
not performing this task as only fifty-seven percent of respondents indicated that 
their managers and supervisors encourage them to improve their performance.  
 
Thirty-two percent of the respondents did not agree that managers and 
supervisors provide feedback on performance achievements. Managers and 
supervisors are not encouraging employees to improve their performance or 
sustain acceptable standards and therefore not fulfilling their roles as leaders of 
the organisation.  
 
Employees want to be rewarded for good performance. Respondents indicated 
that good performance is not recognised and rewarded in the organisation.  The 
lack of recognition will not encourage employees to exert extra effort to ultimately 
improve productivity.  Lower productivity levels will impact on the competitiveness 
of the organisation. 
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5.2.4 Impact of workforce competence 
 
The majority of the respondents, which the exception of managers and 
supervisors, indicated that they want more skills and that they are not satisfied 
with their current skills levels. One can conclude that employees at lower levels in 
the organisation are eager to improve their skills level. Multi-skilled employees can 
provide an organisation with a much needed competitive advantage, especially 
when training and development opportunities motivate employees to improve 
productivity. 
 
A large portion of the respondents are of the opinion that skills development is not 
a high priority in the organisation, and that they could perform better if they had 
more skills. Most of the responses in the survey with regards to skills development 
have been negative and one can conclude that not enough emphasis is placed on 
developing employees to enhance productivity. Reduced input costs and superior 
quality are some advantages the organisation could enjoy with a multi-skilled 
workforce.  
 
5.2.5 The impact of trade unions 
 
None of the theories in the literature study considered the role that trade unions 
play relative to motivation of staff.  It does not recognise the fact, that in a 
unionised environment, extra efforts and input will not necessarily result in 
favourable outcomes. The theories are based on individualist needs, where the 
main emphasis of trade unions is on the collectivistic needs of the group of 
people.   
 
A poor trust relationship between management and trade unions often results in 
company objectives not being shared with employees, and the lack of a trust 
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relationship was pointed out during the research.  Managers sometimes avoid 
their responsibility towards their employees and allow trade unions to 
communicate with the workforce. This could negatively impact on the authority 
managers should possess to be able to drive productivity improvements in the 
organisation.  
 
Trade unions have the power to assist in creating a motivating climate, and 
employees in the organisation believe that the trade union can contribute in this 
regard.  Employees believe that trade unions should even be involved in setting 
performance standards. One can draw the conclusion that trade unions still have a 
place in the South African economy and organisations and that a trust relationship 
is required between the two parties. This should result in enhanced motivational 
levels and improved productivity as well as sustainable growth. 
 
5.3 RECOMMENDATIONS 
 
Based on the research findings and subsequent conclusions, the following 
recommendations could be feasible to create a motivating where productivity 
enhancements are possible. 
 
5.3.1 Establishing a motivating climate 
 Demotivated managers and supervisors will not create an environment 
where employees can contribute towards improvements and research 
findings revealed that most managers and supervisors were not very 
motivated at their workplace. The organisation should use tools such as 
climate studies or surveys to try and determine the reason for the low 
motivational levels amongst these leaders.  Once the reasons are known, 
they can be addressed. Motivation at leadership levels in the organisation 
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will cascade to lower levels in the organisation. These demotivated leaders 
could therefore potentially negatively influence their subordinates.  
 Productivity is critical in a manufacturing environment and the mixed 
response on whether or not productivity was measured is alarming. 
Dedicated notice boards should be made available at strategic places in the 
factory, where daily and monthly production performances can be displayed 
and discussed with the employees. Clear achievable targets should be 
determined and displayed on the above-mentioned notice boards and 
progress made on goals and targets should be highlighted. These targets 
and performance levels should also be discussed with individual teams 
during “Green Area” meetings.  
 
5.3.2 Rewards for outstanding performance 
 Many opportunities are available to the organisation to rewards employees 
for good performance. The organisation must take cognisance of the fact 
that employees want to be rewarded collectively for their achievements and 
should investigate and introduce incentives where the entire team can 
share in the success.  A production performance bonus where rewards are 
payable only when all departments have achieved their goals, could be an 
option.  Stock levels between the different manufacturing processes could 
therefore be better controlled. A broad incentive scheme, which includes 
key performance area’s in the organisation, should smooth the operations 
and result in improved productivity and throughput, reduced unit costs and 
increased profitability.  Incentives should be in a monetary form, as 
preferred by employees. 
 Other types of incentives, which are just as important, could be used on an 
individual basis. Examples include training opportunities where 
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assessments indicate that specific training is required. Although employees 
prefer incentives to be team based, wage increases are preferred on an 
individual basis. Currently the organisation negotiates with the trade union 
and across the board wage increases are applied.  The organisation should 
explore ways to link wage increases to individual performance.  The 
performance assessment used for staff could be extended to wage earners. 
The organisation will benefit when employees all improve their productivity 
to earn a higher increase. This will supplement the organisation’s drive 
towards sustainability and competitive advantage. 
 
5.3.3 Leadership development 
 The leadership – managers and supervisors – should recognise the 
important role they fulfil in the organisation. The organisation should 
consider a management development program, where these leaders could 
be trained and skilled in the basic fundamentals of management. These 
programmes usually cover relevant topics such as the creating of a 
motivating climate and the importance of targets and goals, and feedback 
on achievements. 
 The research has indicated that some leaders in the organisation are not 
committed to their roles as leaders. These individuals may have been 
promoted into positions where there is no natural fit and where they do not 
feel comfortable in these leadership positions. If the above-mentioned 
management development programme does not bring about change in the 
attitudes and behaviour of these individuals; the organisation should 
consider an exit strategy for the leaders that do not succeed. The exit 
strategy could range from a transfer into a non-supervisory position, or 
ultimately to a dismissal. 
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5.3.4 Up-skill the workforce  
 A general trend in South Africa is to replace manual labour with automated 
equipment. Organisations believe that the equipment will assist in reducing 
labour costs and improve productivity and throughput. Modernised 
equipment will require skilled workers such as artisans. The skills shortage 
of artisans is enormous in South Africa, in specific in the Eastern Cape 
Province. The organisation should take note of the fact that employees 
indicated they desire more skills, and that they could perform better if they 
had more skills. However, skills should be relevant to the manufacturing 
processes.  
Firstly, a skills audit should be conducted to determine a base line. A skills 
matrix should be produced - and displayed in meeting rooms - where 
employees’ current skills levels are displayed. The skills that will be 
required to increase productivity should be established. Increased skill 
levels may come at the cost of an increased hourly rate but should result in 
multi-tasking and must lead to a reduction in headcount. Reduced costs will 
result in competitive pricing and increased skills should also lead to 
improved product quality. A combination of reduced manufacturing costs, 
linked to increased quality levels, will provide the organisation with a 
competitive advantage.  
 The number of training days per employee should be calculated, 
communicated with the workforce and displayed on notice boards. This will 
demonstrate the commitment from the organisation which should have a 
positive impact on morale and motivational levels. An additional benefit is 
that expenditure on training can be claimed from the local SETA’s. 
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Training will not result in productivity gains if it is not constructive and in line 
with organisational objectives. Training should not be conducted merely just 
to be able to claim expenses from organisations such as the SETA’s and to 
claim man-hours trained as part of the Broad Based Black Economic 
Empowerment performance scorecard.  Unconstructive training will improve 
training statistics per employee but will have no or little impact on 
productivity improvements. 
 The skills shortage in South Africa will have the effect of making the skilled 
employees more marketable.  The organisation should engage in a 
Employee Value proposition initiative to retain newly skilled employees and 
attract new employees to the organisation. They organisation must 
determine what employees want, and structure the retention strategy in line 
with these desires. 
 
5.3.5 Trade union involvement 
 Trade unions still play a huge role in the South African economy, and the 
organisation should not ignore this.  The lack of a trust relationship should 
be addressed immediately. Without trust, progress will not be possible. One 
way to restore the trust is for Factory managers to have weekly informal 
meetings with the trade union representatives. Work related topics should 
be discussed and action plans formulated to address the problems. It 
should not become an official forum meeting with recorded minutes, and 
only representatives in that specific work area should be involved. It is 
important that problems identified during the discussions are resolved as 
this will go a long way in building the relationship and restoring the trust 
between the two parties. 
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 Regular communication is essential in building trust and restoring authority 
with management.  In the absence of communication, employees form their 
own conclusions, often contrary to the real situation.  If management does 
not effectively communicate with the workforce, the trade union will fulfil this 
crucial role. The trade union will portray the message in ways that will suite 
their cause and potentially undermining management. Electronic notice 
boards are fairly inexpensive and regular updates can be displayed on 
these monitors. Managers should visit and participate in “Green area” 
meetings on a regular basis. Employees will recognise that management 
keeps them informed, which will increase morale.  
 Understanding the basic fundamentals of business is vital in any 
organisation and getting the trade union representatives to appreciate 
these basics can only benefit the organisation. The trade union 
representatives need to recognize that increased productivity can lead to a 
competitive advantage and a competitive advantage can result in increased 
sales.  In turn, increased sales should lead to jobs being created  which 
results in a win-win situation for organisations, trade unions and the 
economy in general.  It is therefore recommended that the organisation 
thoroughly train and educate trade union representatives to achieve dual 
commitment from employees where they are committed to both employers 
and trade unions.  In essence, trade unions will have to migrate from the 
collectivistic mindset, which is more associated with a communistic regime 
and support individualist needs associated with capitalistic societies.   
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5.4   DELIMITATIONS OF THE STUDY 
 
The following are delimitations of the study: 
 
 The questionnaire was selected as the research instrument with an rating 
scale from “Strongly agree” to “Strongly disagree”. There was no 
opportunity for respondents to explain their choices or add additional and 
appropriate information. 
 
 The non-probability convenience sampling method was used to distribute 
questionnaires to the respondents. The research study was conducted at 
Willard Batteries which consists of an automotive factory, an industrial 
factory and an office block on the same site.  Quota sampling or simple 
random sampling could have ensured that respondents had an equal 
chance of being selected.  However, the sample can nevertheless be 
considered as being representative of the population.   
 
5.5   OPPORTUNITIES FOR FURTHER RESEARCH 
 
This study and the research were confined to a battery manufacturer in the 
Eastern Cape. The study could be extended to other sectors in the economy and 
other geographical areas. 
 
5.6   CONCLUSION 
 
Various conclusions were drawn, recorded and discussed in the final chapter and 
numerous possible solutions were recommended. The conclusions and 
recommendations were centred on the five sub-sections discussed in the previous 
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chapters. Finally, the delimitations of the study were discussed and opportunities 
for further research were highlighted.    
 
The study revealed that clear strategies are essential in creating a motivating 
climate where enhanced productivity is possible. Management and leaders at all 
levels in the organisation have to be involved in the development and execution of 
these strategies.  
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ANNEXURE B        
5 May 2011 
 
Dear Colleague 
 
Strategies impacting on a motivating climate and productivity. 
 
I am currently studying towards a Masters Degree in Business Administration at 
the Nelson Mandela Metropolitan University in Port Elizabeth. 
 
In partial fulfilment of the requirements for this degree, I am conducting research 
on strategies impacting on a motivating climate and productivity.  
 
I would appreciate it if you could complete the attached questionnaire to assist me 
with my research. It should not take you longer than 10 minutes to complete the 
questionnaire. Please return it to my office before the 28th of May 2011. You are 
also welcome to contact me if any clarification is required.  
 
Thank you for your time and contribution. 
 
 
 
-------------------------------------------------- 
Tommy van Schalkwyk 
Researcher  
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ANNEXURE C 
Instructions: 
 
1. Please indicate your choice by means of an X. 
2. Please answer all the questions. 
Section A: Biographical details 
 
1. What is your age? 
Under 20 years  
20-29 years  
30-39 years  
40-49 years  
50-59 years  
Older than 60 years  
 
2. What is your gender? 
Male  
Female  
 
3. What is your job level? 
Operator  
Supervisor  
Manager  
 
4. How long have you been working for the organisation? 
Less than 3 years  
3 to 5 years  
5 to 10 years  
10 to 20 years  
More than 20 years  
 
5. Highest qualification level? 
Less than grade 12  
Grade 12  
Tertiary qualification  
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6. I am a member of the trade union. 
Yes  
No  
 
Section B: Motivators 
 
Please indicate with an X the degree to which you agree or disagree with the 
following statements. 
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B1 I am motivated by goals and targets.      
B2 I am motivated by training and development 
opportunities. 
     
B3 There is a good relationship between the trade union 
and management. 
     
B4 I prefer my manager or supervisor to lead me and 
not to manage and control me. 
     
B5 I am motivated when there are potential 
promotional opportunities. 
     
B6 I am motivated when I can use my own initiative.      
B7 It is better for the entire team to be praised when 
targets are met, even if I made the biggest 
contribution. 
     
B8 The trade union can assist to improve productivity.      
B9 A voucher for the canteen is just as good as an 
incentive bonus. 
     
B10 The trade union should negotiate and approve 
rewards for good performance. 
     
B11 Rewards for good performance should be based on 
what I actually want. 
     
B12 My manager or supervisor encourages me all the 
time to improve my performance. 
     
B13 I am motivated in my workplace.      
B14 My superior and I discuss my training and 
development needs on a regular basis. 
     
B15 I am satisfied with my current skill level.      
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Section C: Management practices 
 
Please indicate with an X the degree to which you agree or disagree with the 
following statements. 
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C1 Productivity is measured in our organisation.      
C2 Skills development is a high focus area in our 
organisation. 
     
C3 Higher productivity should be rewarded with 
incentive and production bonuses. 
     
C4 I am involved in setting my own performance 
targets. 
     
C5 I receive continuous feedback from my supervisor 
or manager. 
     
C6 I am multi-skilled to perform various tasks.      
C7 The entire team should share the performance bonus 
equally. 
     
C8 The trade union must be involved in setting 
performance standards. 
     
C9 The same percentage wage increase for everyone is 
better than increases based on individual 
performance. 
     
C10 My manager or supervisor often uses fear and 
threats to try to motivate me. 
     
C11 Leadership style is important to ensure motivation 
and performance. 
     
C12 I would be able to perform better if I had more 
skills. 
     
C13 The trade union always ensures we receive rewards 
when we have performed well. 
     
C14 Management always acknowledges and rewards 
good performance. 
     
C15 Performance targets are displayed all over the 
workplace. 
     
 
Thank you for your cooperation in completing the questionnaire. 
